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ABSTRACT

Tha paper contains an 2xaminatisa of <ths Naval Data
Automation Commarnd (NAVDAC) and th2 ramifications c¢f ths
lack of long range planniang upon NAVDAZ. Pour perspsctives
ar2 +aker, examining +tha =zffazct apon NAVDAC's creation,
missior, structure and coantrel systaams. The positiorn hz21i
by the author is %hat bscause no lonj range plaa exis=ed the
Navy:

. ® Created an ADP commanil designsd %o correct the problenms

of tte past rather thaa impiem=2nt future :equirementsj

discrepancy arose between NAVDAC's doaain and its

A
missior resulting ia +he pursuance of a modified
m

e “.The centralized functional organization of NAVDAC
reflects this missisn. ?

3\
e

e ~“ No defined control systems exist agains%t whichk 4o objec-

tively evaluate NAVDAZ.
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A. GENERAL OVERVIEW

The Navy in 1976 fac23 a myriad 5f probieas related to
its management of non-tactical Autorated Data Processing
(ADP) . The ADP Reorgaaiza%ion Implsasnta+<ion Study, tasked
with developing a new ADP commarnd, compiled 3 list of 93
probiems confron*ing ths Vavy. Wdith rs=ference to this list,
the House Appropriations Committes Sacvey and Investigations
S*aff (HAC S&I) in 1981 noted that

The perception of the Wavy's ADP  problems is largely
cendizlorned b the oroganization and iis osi«ion réla-
tive =c ‘hn Navy é:pternal or_=xtarnal). Thz 93 izems
can be ca<agorl into> seversl az2dor a:eas: organiza-=-
tional; lac of strong, central_ AD? au%hority; user/AD?
,ommun-ty undarstanding and r=;-‘at;ov~sh:Lps’= iupl;cat:on
92f requirements and r=sourcas; and lack of cohesiveness
in ary aspsct of Navy’s ADP prograes. [ref. 1: p. 7}

Tha Nava> Data Automa<isn Comaand (NAVDAC) was establish=ad

in January 1977 as part of the Navy's z2%tempt %> rectify AD?

management.

B. RESEARCH QUESTION

Tha cortents of +his paoer examins ths ramificaticns of %hs
lack of 1long range planning upon NAVDAC. Four €
per spectives are taker, 2¢amining the effec* upon VAVDA
craation, mission, structure and cont:o! sys<ems., TIhe posi-
tior taken is that becausz no plan =xis-e
1. The Yavy created a centralizsl orgariza:i
firs< ilentifyiny its long t=ra
anrd without evaluacting non-cz1:ralized alter




2. NAVDAC *ock as its primarcy mission +he management and
centrol of the Naval Regional Da<ta Automation Centers
(NARDAC's) in orier to achkievz domain consensus.

3. The present NAVDAZ organization reflects =his shor+
range optimization and

4., Criticism of NAVDAC while o3%entially valig, is
sporatic at best ani generally unconst-ustive becausa
there are not any d2fin23 gsals.

The au+hor does not hcld with ths opinior +hat NAVDAC

-

n

-
-

shouléd rnot have been =established, bu:t rasher =hsz

ot
[

impcssible to0 measurce projress towirls gqcals ani *o  alua
3

yl:
dw

th

insd

th2 me<hod of rsaching obijsctivas Wh2n no de

n

objec*tives exi

n

t.

The major <cbstructisn 2 %hs at<emo* to © - .2 1
Navy-wide long range bpilzan for ADP management is zn a+t+i+ty-
8inal differance be*ween the Indivilual user activities ani
ADP management, The us2r is conc2razd poimarily

v
effactiveness of ADP in szapporting his indiviiual nission.

The manager is concerned wi<h achi2ving a gqiven l=2vel of
ovarall eZficizncy 2%t a miaimel price. Neither posi=zicn is
convletely -igh+t of wroag. The propblem =xists because 2
compromise positicn has ndt besn csachszd,

1)




II. THE NAVAL DATA AUTIMATION
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A. INTRODUCTION
In 1976 +he Navy found itself in a position whers
spiraling ADP costs aad perceived Corngressional pres

s

su
dictated a change ir th2 menagsmen: of ron-tactical ADP.
Thz perceivad sclu*Zfor w2s +he crzaticn of an ADP comma
centralizing both policy 2rd rssourzs contzcl. Hence <ths
Naval Data Automa*ion Command {(WAVDACQ) was <formed cn 1
January 1977.

T

ke chapter corn*ains <first 11 examinration of

or

h

W

concepts of cantralization, dzcentraliza«ion ani
Tegicnaliza=ion. Ircled2d is a 12321 presented Ly Wolan
describirng <he six stagyes of data procassin jrowth within
an crgariza=ior.

Ths sxamina+*ion prasent*2d ia “he =
describes Congressional criticism 2f th
processing command ard how ths Nav 3
cism +t¢ apply to the Navy ADP situa

Thirély an examinatiosa of ¥Yavy action leading up =c *%as
forma+*ion cf NAVLCAC is pr2serntsd, iaclu
ADP pricr +o NAVTAC.

The position held by +tha author i “har NAVDAC w&s

cr2gted In -esponse %0 psrceived, 2ai possibly real, organi-
zatioral pressures it the tins, "More o5ften, 3
corporztion's existing EDP organization is the rasulst of
kistoric happens+*ance, <th2 beliefs 5f irnfluential manzgers,

or an apparant £i+ with *“he overail osrganiza=-ion struc+ure®
[Ref. 2: p. 73]. It is propdy>s23 <has a 15re corrsect
approach would have beer the crsa-i>n of a Yavy-wiile plan
£or non-tactical ADP, and then If warranta4 by the plan, %hsz

cr2etion of an ocganization o implzasn- *he plan.




1. Ceptralization

"W

ni

Cen*ralization and decentralizaticn as used withir
the contex* of this paper refser t5 th2 level 5f “he organi-
zaticn in which decisis>n makiang ozcurs. In a centralizei
orgarization, decisiorns are mads by individuals highly
placed in the organizatiocaal hierarchy, whereas in a decen-
tralized crganization, thz decision naking responsibilizy is
delegated 1lower in <+hs organizatioa. Benefi<s ncrmally
associa+ed with centralization inclulz 2liminatiosn 2f -edun-
dan%t func+ions therefor:z lower overall cos=. DJf%ern, becaus=

<he decision maker is rzmovai froa the actual si*s, <h=2

(/]

gu2lity cf <ke decision 1izteriora%asz. Decentraliization 3
assumed to produc2 a bet=zr d=2cis ¢ because the decision
maker is closer %o the =zc2a1e. [Ref. 3: p. 111] Nega+ively,
decenptralization requirss soms degr:z2 ¢ functioral rsdun-
dancy iz that similar 4obs arcs r=2o ed in each division.
Also decern*tralization can result in rt termn gainrs bszing
parsued to *he d=triment of %h2 whol:z.

In & purely theora2ticzl contsx%, centrzlizaticn ani
decentralization relats n2zely <> *he level of déscicsl

making. I+ is assumed tha*t in both ins*ancss <“he oz

[

o)
level cf conr=rol is maint=2ipsd., #hsn long rangs pliannirng is
not carried ou= by an organization, control Jetsriora

beczuse there is no yardstick against which a dscisicn maker
can measure his decisions. Tach dzcisiorn maker assumes “ha*
h2 cheice nads, while b2st within his varticular ccntexs,

u
111 alisc be bes* for the organizati>n as a wholz. Since a7
n b

Da

H - &= 3
exis*ts 1t i1e 41

ficult *c asssr: 2%herwisse. The prob-

-4

lems caused by *the ack 2£ a2 long range plan 4o ndo>* becon=
particularly evident ir 2 centralizzil organizaticn becauss
decisions are made highar in the >rganiza*ion structuczs.
The number of decision makers :Is r=duced and the decision

makers span of «control is larger. Therefore <*“he decision




maker has a broader picturs and bzt-2r concept of “he needs
of the entire organization. It is in 2 decentralizsd organ-
ization where the apumber >f Adecisioa makers is increased ani
the spar o©f control for the indiviiual decision maker is
reduced, that “he lack of 3 long ranjysz plan becomes particu-
larly evident. Therefore, cantralization is oftesn perceived
as a2 method of increasiny control, because the number of
individuals holding decision making =z2uthori+y is reduced.
In reality contrecl is not necessarily increased, the coordi-
nation problem is merely l2ssenzd. As wilil be sesn later,
the relevanpce £ this concept was tha% 4#he Navy perceived

ceatralize*ion as a method of incrzasing cecn*zol.
2. Eegiopalizatio

g the period of <ime surrounding NAVDAC's crea-
tion, i1+ was assumed =hrat 2conosmiazs of scale would be
realized In the larqge comouter cenkzr, In econemic =heory
ecoreomizs 0of scale mean that an iacresase ir sizsz of 100

percent will yield a gr2at=sr “han 190 Tcent sutput. "The

[+ 3
QO T

cencept of "econcmies o0f scala"™ in =c
implies *ha* a large syst2m can proiuczs output a*+t a faster
rate and a+t a lower cost that 2 smallsr sys<en

83].

s
erc
acmics 9f£ productiorn
°
ysten" [Ref. 4: p.

Fegional jzation r=fers +o th:z actual physical loca-
tisor of a computer =systzm, wi4hk thes region being formel
based cr eizher ¢fuactional or geographic lines. Th2 assumeld

1

benefits %o be gaired throagh rzgionaliza*icn iaclnded:

) Users whizh 2Zndiviiaally could no+ afford compu*ing
capability could ra2ceive  tims on 3 regionalized
computer,

. Bet-er use could b2 mnad2 of programmers/ analys+<s by
pocling thzm in a gsographic ar=za. Talent could b2
selectively drawn £for spezific projects 2and irndividual

13
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groeth through +training achisvei because o9f <he larger
number of applications being davsloped.

. Per unit cost of compating coull be reduc=d bscause of
the larger number of applications -un. Additionally ths
greater workload of a large coaputer center justified
more equipment, ther2fore morz capabilities could b=
offered. [ Ref. 2: p.74]

Regionalization does not nscessarily 3imply centralized
decisorn making and rssoarce control. A dzcen+tralizei
activity with regionalizsi computing centers would 2xhibic 2
situa*ticr where individual centers would have aor:z corn:rcol
ovar thelr respective activities, The economiss <¢f scalz
assumed “o0 be realized through th=s @monelithic compu<ter
center are not influenced by ths lesvel o9f Jecision makirkg.

3. Daza Processing Graeth

Richard VNolan ijentifies six stages 9% data
processing growth within an
stages and “heir relevaat charactaristics ars:

Stage 1 - TInitiation. Several 1low level op=zrational

syszems In a functiornal arza.

. Stage 2 - Contagion, A low control, high slack perioi

h

that cesults in irndovation ard 2xtensive applica“icrn of
da*a processing “echnology ard concurrent increasing ADP

costs,

. tage 3 - Ccntrol. Characzes-izz2d by a  ztransition from
computer (hardware) maragsment 2 da“a TesdOurce marage-
mer*

. Stage 4 ~ Integration. Data bas: 2nd da*a communica+ion
technologias are moved int> kesy 20plica“tion areas, wi<h
o

increased DP expenditures similarc stage 2.

4




. Stage 5 - Da*a Administration. <Characterizzd by shared

data and and common systems,

) Stage 6 - Maturity. Characterizesd by data resource ani
strategic plananing.

Zach stage is characteriz:31 by some mesasure of
managemernt control, wita stages of low relative cost and low
innovaticn equated *o high ccntrol and stages 2£ high rsla-
tive ccst, high dinnovation eguatzd <o low con*rol.
Tharefore “he 1level of =zon+rol azin*zined Influences hoth
the utiliza*ion of resourcas and tachn~logical gains made by
*%2 ¢rgenization. "whan @manigeman%

'Q

2rmi%s organiza<ional
siack in the DP activitizs, T ZONMITS MOTEe Tes2urces %90
daza processing *han are s<rictly nacessary %2 ge* zhe Jjoo
dcne. Tha extra paym2at acniaves anc%her <cb
nurturirng of inncvation" "Ref. 5: p.117].

Stages 2 and 4 exhibit =2xplosive grcwth ra+<zs ani
corr-espording data processing budge<« incrsases.
Orjyeanizations finding th2aselves ia se stzges regach 1

“he
point where *the dJata processing udge+t incr2ases becons
-

b
unacceptable and hence will saek s21s me+hod of increasing
con*c-ol, Yolan sugjests some methdis o2f£ incrsasiag control
which include the developaan=< 5f s<andardized systems, =-hus

d

dacreasing costs by elimianating th: ne=d for locally uriqua

[ od

systems, and chargeback ne*hods, which plac2 the finarcial
ninztl

responsibility upon thes user, ell ng ADP as a fras

geoad.

B. GOVERMHENTAL INFLUENCES

Motivat2d by the Brooks Act of 1965, aqoveramental a+ti-
tudes favored centralizaticn of Tesource control ani
regionaiization of data processing activities as a me+hod of
controlling costs.




In 1975 Congress Jir2ctel that "all automated systen

design, development or oprocursment, software maintenance,
and equipment evaluation and selection required by any Air
Force element will be accomplishad by the Air Force Data
Automation Agency" [Ref. 6]. Admitt=4ly it was up +%c the
Navy to place +heir intsrpratation upon *his direction.
Some officials felt that a> Navy specific guidance should bz
read intc the statement. The majority +hough felt that the
fac+ +that the Congiess w#as nowv directing organiza<tional
ckharge pcrtended po*ential upheaval, particularly €or <hs
Navy, which lacked a strong «centralized da*a czutomation
coamand. “"Generally, it is felt *hat...Congyress sxpec*s
(2nd in the case of the Aair Force, directs) <+h2 Services to
commence a centralization of a&utonz-ed system life-cycls
support” [Ref. 7: pp. 12-131].

The apparent solution to the Navy had threz characteris-
tics; «centralization of rasource control, regisrnalized data

o

&

[0}
1

processing centers, and charcysbzck systesms. Ths 1la
characteristic will be 3iscussed in jrea%er depth in chap+4er
4., As stated by one Navy >fficial:

ie_seem o _be at the point iIn_ *im2 in the devslopment cf
ADP technolog¥ when we shculd plac=z more saphasis on
Aznagemen: O ADP as a _"commda service” "or as 2
"rescurce" to be mad: availabls t> users on a raiabur-
sable basis and not na2csssarily owned anrd controilad b

then. This was recommended iIn th2 Blue Ribbon 2ara

Repor=. Second, , it appears that there I1s now a great

potential for savings to be mad2 in squipment costs and
ersonrel requirements throu%g coasolida*ion of present
DP ac*ivities either functionally_or geogranhically,
Third, mors centralizad osverall c9pvdipa*ion’'2nd cen*rol
5 f ADﬁ_resou;ces appear t¢ be !nlicateid because cf +he
:lgid data discipline re;u:remeutsi_ “ha lacge_perscnrel
and equipment costs, an the multi-func<tional nulzi-
ent of aph in +¢he

command, and @ulsi-rssourcs involivam
¥avy. (Ref.




C. NAVY ACTIONS

1. NAVDAC's Predecessar : 0B:z31

At the time of ths2 ADP r2s5rganization in 1976,
management control was residant ir o0P-91 (Director
Information Systems Division). Cr2ated in 1963, 0JP-91 was
the result of a 1966 study whizh recommended "taz establish-
ment of a strong, «centralizsad orgyarnization in OBNAV t¢»o
coordinate and control informatisn and data systeas"
[Ref. 7: pP. 7).

While pclicy control was c:antralizei in 0P-91,
buigetary contrcl, program dzsign anrd data processing
installa*tion (DPI) operation was lzft tc indivijual activi-
tiss. "The fundamental nanagemen: s:trategy in the Navy is

-
T

ot

a
cen+raiized policy direction, des=sa%ralized program szxecu-
0

tion ard decentralized control of rssources" [Ref. 9: p.
a3]. This conflicted with ths govaranmen*al z4titude previ-
ously expressed which emphasizad <s2at-alization of rescurcs
control. By 1976 the Navy had 450 data prccessing installa-
tions (DPIs) suppor+ed by 12,500 pedple, of which only 636
were afloat. Mos+t of taiese DPI'sS were single activity
dedicated [Ref. 7: p. 101].

The sitwa*ion of decentralizzd rescurce ccn=rol
resulted in duplication of functions, an inability t> coor-
dinate mul+i-command or common si%2 applications acrecss 2
disparate varie*y of users, and zn inabili+y to> amaonitor ADP
related costs wi+th ary degree 5f accuracy.

The unfavorable image prassnted by the Navy AD?
managemen* program was further aggrevated by ccmparison with
“he Air Force and Army. B3oth servicas had a centralized ADP
command which provided high lavzl pclicy direction.
iz2d contrel of

[

Additionally *he Servicss maintainad <c2ntra
automated data systems (ADS) davelopment which provided “or
&>

th2 successful s<+andardizaticn of sys=-eams

hat tae Navy was
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unable to maintain. "Both the Army and Air Forcs have
establisked a certral ADS devslopa2at activity...for mul«i-
coamand and common base operations ADS" [(Ref. 7: p. 33].

Through various Navy managama2nt consolilatiosns OP-91
wore fcur “hats", It reported not only %o J3P-090 in its
OP-91 positicn, but to th2 Assistant Secretary of the Navy
for finarcial management (ASN(FM)) as Director, Departmen*
of the Navy ADP, to OP-334 as OP-09U4E (Information Systems
Coordirator, WWNCCS) and MAT-29 as MAT=-09L £or Naval
Material Coammand {NAVMAT) data processging func+iomns.
[Ref. 7: p. 8]

Between fiscal wy=2ar 1971 and fiscal ysar 1976 %ho
Department of the Navy's ADP budget Iincreased by $98 amiilion
from $278 wmillicn to $375 milliion. Hardwars sxperndi+ures
alone Ircreased by almost 40% betwean fiscal y=sar 1975 arid
1976. Cue to upward spiraling ADP expendikures the 0ffics
of the Secretary of Defense (0SD) implemen+t2i ar obliga-
tional ceiling for ADP sp=rnding in Yarch of 1373, Direc+
control was lacking though in that no prior approval was
required to exceed the limi*azion. IRef., 7: pp 77-78]

Despite the incr2ase iIn the WNavy's ADP budget,
personnel s+taffirg in OP-31 hal decrzased from 158 in £isczal
year 1971 to 51 in fiscal year 1976. Consequzn+ly mission
araas suffered or were igaored becaise of personnel ccnst-
raints. These areas incluia4d:

. Long range planning.
. Monitoring o< approvel irformation sys*ems development.
o Assessmen® of ADP facility and system performance.

. Research and development iInputs to O0P-J098 <£or ADP
exploitation in Navy information systems.

. Advice on ADP manpower requirem=2nts of the Navy.

18
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. Central coordination of businsss and 1logistic ADS

development and ADPE acquisition €or operation shipbeoard
and aviation requiremsnts.

Tha opirion expressed by one WNavy official concerning *the
status of Navy ADP managemant #4as that,

Jur _present ADE structur2 appears 2as one which is radi-
cally £fragmented and inefficisane, . The resultan+*
ozoblems afe many. The mogt critical point, howeyer, is
that the Vavy is® just not do;ng thz best it can with <hs
resources available beciause of the inadequate c¢orntrol
OVer Iesources. This structure _protects “hs skills of
yes*erday, ©prevan*s Navy *=chnoldgical a va.r1ces1C and

£321s needed foc tomer-

Will ret provide the managemant
rcw's Navy. (Ref. 10]

Th2 concentration at the +tim2 was upon rescurce control.
Relating back tc Neclan's six stagss of data processing
graow+h, increased «control sigpnifiss a move into a st3g2
thkree organization. Jnfortunata2ly increased rescurcs
cen<rol does not necessarily imply iaproved resosurcs manage-
ment. Rescurce contrdl suggests “h2 abili*y +*o do with
resources as one wishes. Yanagemant implies *h2 utilizazion
of resources to achievz the obijectives c¢cf +he organizazion
in *“he best possibie mannar.

2. The Sh=ar Memorandum

On 25 March 1976, Admiral sShsar, Vice Chief of Naval
Operations (VCNC), comaissioned a3 study group under <he
directicr of Rear Admiral James W. Nance to examine Navy ADP

managemern+. Since S50 parcent of th=z Navy's ncn-tactical
buiget resided within ths Naval Material Command (YAVNAT)
the group was tc consider the possibility of consoslida4ting
nen-tactical ADP functions unider NAVMAT. The deliega*ing
memorandum stated that,




Jver the past several y2ars, OP-91 has been drastically
redyced in personnel Zuabers, y=2t *+he function +to be
performed have increasei..., | . .
i proport;an o>f businzss ADP and ipfc:mation
stems nvolv various parts of thz Material Comnmard.
r erefore, . 1+ is appraopriate to, consider centralizing
the execution cf thefa funcblons in NAVMAT. An organi-
zation in NAVMAT coulil also assam2 cognizance cver much
9f the ADP wcrk currsntly goin o in the various
Systems Commands, parhaps with 3conomies 1in personrel
and hardvare/scftvare assets. (Ref. 11]

Spacifically the study group was t> address *he feasibility
of the centralized ADP commanrd conc2pt, a propdszd orgariza-
¢ioral placement, +the £fanc+tiosons t> be performed by <%hs=
orgarization, and estimat23 costs anl bana‘fi+s,

Response from the Systems Commands was 3lmost immed-
iate znd 4gensrally nsgative, Th2 predomiran*t opinion
expressed was that a centralizsd comzand would reduce flexi-
bility and inhibit +he coamarnder ir the performarnce of his
nission. Particular concern was aidressed to the area of
new systems development and responsiveness %5 the uniqua
needs. of “he user, As stated by ons ¥Vavy coffizial,

o ol

1é proposal would effe:t'vcly s
s (supply, . maint=nance, op?
ources required to carry oa:
nsfer of 3211 Navy ADP _dersornn
sent func*lcna’ commands o t £ 2
ic Compute Z steas Comman -5 consider
I=-Teaction to the g3=2nuipe problen. While
»ceded *hat ther? are deficlienciss and duplicas
or+ 11volved the presert Yavy ADP p@ana
‘ i is felt that the propdsed solu<i
lead to tfe oppos te extrems?; a. Jverstraessi
standardzzat’on and gcondmy =<0 “fe->ipment of =
siveness *o the functional mission commapider,
Jperat.ons are nd+* +th2 haart o ny opera-in

commands and «#ithout somz cort dver theiz fZun
it would be_ dimpossiblz *o hold  a commandin

accountable for carryiny out his aission. [Ref.

func%ional comman-
£ a%s.) ol the
espons-bla;.-es.
urcas from “heir
col of a poncl-
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An iaplicit assumptionn 2f the Systems Commands was tha+ ths
user truly had unique neeis, and that responsiveness coul?
test be provided through 312centzaliz=3 resource control.




The statemen* also peints t> an additional problenm,
different percep*ions of ADP by the user and the Navy hier-
archy. The user command perceivel ADP as a to51 *c assiss
in accomplishing the 1wission, Whareas influenced by
Congressional pressure, *“he Navy viaw2d ADP as an erd itenm,
to be eccnomized as much as possiblsz. Standardiza*ion to
the wuser suggested wunresponsiven2ss to his nzeds whereas
standardization to the ADP manager suggested efficisncy of
operaticr.

3. Ike Nang

i

et

R2pOL

The interim report subaiz«zd by “he Nance Committes
to the VCYO delineated two alternatives that were teing
considered as viable solutions:

] Leave ADP directly uniszr CNO by 2stablishing a Computer
Systems Command as a Field Command similar t5 %the OP-094

relationship with the Pelecommunizztions Comnmani.

) Transfer ADP to the Chief of Naval Material (CNM) and
establish a Deptuty Chief of WNaval Material (DCNY),
Project Management Jffice or a Irmputer Systsms Command.
{Ref. 13: p. 1]

Both alternatives includzd *h2 transf

LY

an T of staff, syst=ams
design ard 4data processiny cperatisns %o *he new commarnd.

¥hile no*ing that the Syst2as Commands suppcr=ed 2
more "status quo" approach of rz%airing systems design func-
tions under ceonztrol of th: Systzms Zommands with staffing
functiors transferred to C¥M, <h2 repcr+ recoammended =zhsz
second al+terna*ive as the most feasibla.

The final report submitted by the Nance Coamittes
reccamended that *he na2w ADP comaand be locatzd urder CNM
with a residual staff 1loca*«d uniar J2P-098 +> ac* as ADD
program/btudget sronsor ani at the ASY(FYM) level to assis:t in
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reviewing automated data processing equipment (ADPE)
requests.

Also recommended was the establishment of a follow
on study group to consider in d2p*h <the 1logistics of
crzating a new commandg, incluling such actions as drafiing
a recommended charter, nezded documantation and desigring an
internal organizaticnal structure.

4. TIhe ADP Implemenzation Stuly

The Navy ADP Rszdrganizatiosn Implementa+iorn Plan
Study Grcup was the follow cn grsip es+ablished as recom-
mended by +he Yance ra2por-+. Ths r=pcrt produced by *+hs2
study group offered <+hs first consziss delineation c¢f prob-
lems facing Navy ADP management. Up un=il <+hl poin*
progress had bsen made 5n the gen2ral pramise *ha*t +the Wavy
needed be+tter con*rol of 14s ADP r=soucces and this con:rol
wculd be realized in the creaticn 9f a cen*raiized command.

Two major prcblem areas wars i1dentifiszd i Yavy ADP
management, firzst in Iaformations Systems Managmen*t and
secord in Automatic Data ?rocessing.

I~forma*ion Systems ar2 an expression cf functicral
sanagers’ reguireme<nt for informatiorn needed  +o panage
the functional arcea. Aa+tomz=ic, Data P:oceba;“a ls cte
pls man¥. resources us2d +to implzment and “suptor<
Inforaation Sgs °m=...B°*“P maxajement or control’ of
ADP will improving Informa+ion Sys“eums
Managemen*. [Ref. 7' p 23)

{10

An implici« assumption in the abovz sta“ement, and ore =-ha*
< n

can be raced through tha Navy as+#ion leading <*+o NAVDAC's

rzation was <“hat incrzas2d =contrsl o5f ADP wo>uld oprciuca

better information manag2men+. Th2 author cannot concurs

with this assump<+ion. ADP in the sirictest seanse is siaply

fransac-=ion processing. [ mproving ADP allows us *“0 process

information faster and a* lcwer cos:. In nc instance does

improvirg our processing anilis gquaran*22 +ha+* ths
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information we are collecting and processing is the correc+
information.

The Implementation tudy soacluded +that "the VYavy
should place the managemsat of i+s ADP resources in arn ADP
Coamand" [(Ref. 7: p. 941 Additionally it was recommerdedi
that the ADP? Comgand assume responsibility for four regioral
data system support centers (S5C). I+ was hoped that this
new organiza*ion would provide cesntralized control and
centralized execution, simila: to th=2 Air Forcs znd Army.

5. sumpazy

Tha+* changes were needsd in ths methods in which %h2
Navy managed 1its non-~taciical AD ssources was Lot ques-
+io>ned. Spiraling ADP buigets, r=23juadant systzms and billsz<

cuts, ccmbined with perc=ivei Congressioral opressure mads
this evidenz +to the Navy. Whkat wis questioned was wha*
constituted the proper changes. Thz majority favezszdéd 12
cea*ralized coammnd of some sort 2l+“hough *he dsgree of
centralization was greatly debated. Those who favorsd 2
more decentralized approach werz 1largely ignored. One
discenting individual statesd %hat,

The mcdarn trend in the computing world is toward decen-
traliza*ion and away from * 1afga gomputingy centers e

w

have knoun fsr { ISee. ir dissec*ti opP-9 We oughz
nc+ <C king about Ce-assanm ln it .in  séme
nura‘-complex- we ought *o be “alkin out dispersirng
Its functions to take advantage af he capability of
modern computers, nof tacse of .tan yeacs agl. A% +“he
same t:me% we ouaht to be +*alking about “iron-£fis+ted
control *ho dispers2d functions:.. [Ref. 14)

I+ is suspected that a dscantralizel philosophy
towards ADP management was no*t viawed as feasible because i+
—epreserted to many th2 2ambecdiment of the exact probx ams
that were being at*empt2d to be corracted, redundant zd-
ware, personnel and sys+t2ms, and most impor+tantly %the lack
of rTescurce control. The opinion <owards dJecentralize
man agement as expressed by the N¥Nancs r=por+« was “ha*
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The ccmpletely decentralized maragament of the agpr¢xi-
nate 13,500 ADP personnzl _appearsS to fostor immobIlity
iupl;ca{;on of effor%, inadequate carecer developmert and
maldistricution of people in'relation to the sverall ADP
workload. .

. .This decentralized management of£ <+the large computer
installations has mads it dlff;cult, if not impossible
‘o accura*tely forecast overall harjware requirsments and
jevelop and  implemen~ a3 consolilated 1long~range ADP

plan. [BRef. 15: p.

The discussionr app2ars %o hinge con *he question of
how unique *he systems op2ratel by 15cal commands ware, and
how responsive to the users a cerntralized command migh+ bhe.
The assump=ion of +those faveriag c=2ntralizatisn was <ha®

responsiveness could be main+ained.

D. CONCLUSIONS

The creazica of NAVDAZ was przdiczted upon solviag =he

problems of th2 past with 1i:+le r ns consideration of <%h=
o

o)
future o¢f ron~tactical ADP. Th2 roblems consisted

0

P

increasing ADP cos*s, redundant svs*tems and unzCa
perscnnel. Perceiveld <Congressioanal pressure fav
cen+traliiza+ion 0% pclicy and resource control. The N
s«udy grcup fulfilled i-<=s charter 3aad examined <the
bili+y of a certralized command. Likewise “a2
Implementa*ion study produced the documesnta*icn rnecsssary t2

implemenr* the new command.
The Zack of 2 long range plan is vizwed
the succsass m

th2 primary obs=<rmuction in rt of YNavy

o

- -T.. e

ADP. Tre s+rategic planning process is that fut
p)

i
prycess resulting Iin +he formulation € "3 migsion, gcals,

s+*rategiles, programs, 1anil aliocation of c-esources tha* will

+h and influance 2an

!
o)
enable ar organization %> best capz w
T

o

uncer*air future" [Ref. 15: p. U5]. e importan+ concep*s

ara thcse of mission, goals and resourcas., A mission give

Ul

directior to ar orgariza=ion and makss i% uniguaz. Goals ar?

quan+tifiablie objectives ajainst which 2an osrganizaticn can b2




measured aad +s performance evaluated.

u*ilized to achieve the gozls socugh=. Th
an organization <complies with its
determines its effectivensss.

The accomplishment >f stratzgic

strategic

Resources ar=
e degree to which
objectives

planning in itself

rejulires a ccamitment of organizational Tesources.
Orjyanizations unwillingy t> make =thig resourcz comnitmen:
lack a plan and consequa2ntly finld themselves c2acting %o
thai environment rethsr +han inflasncing it. Thas Yavy
found itself in *=his position with c=2g3ard <+o ADP. NAVDAC
was crea*ed in ceaction t> the environment rather than as 2
method c¢f dimplemanting *+he futurs. As sta-ed by on=2

individual,

The usual methcd of aporoaching_ 23 <ask ¢
anvisioned by the ADP snaff stidy  is to
dbjective souqnt, plan for its a2Zhisvsaaen
'o execut2 the plar, It appsars_ chat *
1n:-“g at e_third step. | I is ¢
u il +*hé no=x onal plans, inclidiing for
tlves, strate gles, programs, buigd:s,
policles will have be2n Zonvertzi in:o a
that I+ appears prematurs to a%i=mpt
”cncnpt tc reorganize ADP personnsl. {Re
ALl acticn *aken by +he Nzvy coacan+rat=d o
a cen:zralized «command. Suzh =action
sclving *he problems of %h=s past, =rcither

ccpe wi<h the future. Iz is oro
more prcduciive ADP manag2ment wo

u
where 1+ was going

Navy idern+ified wilth A
ard created a command +to {aplem2n: taz Zu+u
enzcuntered in +he past ac2 o< nac

sr *he fuzure,

£ “hs magrisude
deofine -he full
*, and crganiza
he AQP stady is
onsiizred *fha=
acasts, objec-
S:Q:equ:es ari
DON System 2.an
to yilida<e =2
f. 17]
n th=2 cr=za<icn of

concentra-ed upon

than atteap*ing %o

.

“he 3u*hor +ha= 1
oived had *h2
DP in +<he fu*urs

re. The ptcbl=ams

:ssarily *as problisms of

eV




A. INTRODUCTION

When NAVDAC was formed its stated mission was to control
those resources assignzl +> it (the Data Processing
Installations (DFPIs)) anil tc manags2 “he Navy nor-tactical
ADP program, including buige* zoo

Int:zrviews conduczed in c¢ u
suyges+ted that +here iIs currently confusi
NAVDAC's mission is and should be. Two parzis
appear *o exis%. One visws YAVDAC's nissicn a
tc manage the operation of +he ¥Navy I2gional Da+
Conmanés (NARDAC's). A second wvizw rheld 1
axists primarily 4o marnag2 the Navy-wide ADP prcgranm
examiraticn contained in this chaptsr seeks =2 dccuman: the
histcrical foo*ts of +his confusion and suggest tha: =su
confusion migLt have bsen cizcumvartzd had a Navy-wiie ADP
plan beern in 2xistesnce.

First examined in this chapter will be *hz c¢oncapz of
mission and domain, and the ramifications when consensus is
not actieved. Mission consensus wiil be discusssd from <h
intra-organizational aspect and 3omair consensus from =he
aspect of the organization and i+s ra2lzvan: environment*.

Secondly *he discussion will <£focus upon NAVDAC's
specific 3domain and missisa, suggesting tha*t NAVDAC l1imi+ed

+s domain and concentrat=2d4 cn achizviang only =z por=ion of
its missicn in otder o ensure organiza=ional sarvival,

I+ Is £felt by +the author =h2%t the <coafusion over
NAVDAC's mission s*tems from a discrapancy betwsen NAVDAC's
mission and NAVDAC's domain. specifically, that +he domain
is %00 limi*ed for NAVDAZ *to achiavz its original mission,
hence a modifizd mission was pursuzd.

[y
()]
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B. HISSION

The mission of an organization is "the broades*
strategic planning choice" (Rzf. 16: p. &7]. I+ is the
organization's specific nmission that makes it urique from
others, Too narrow 2and restrictive a mission choics
detracts from an organization's ability +to cope with 12
changing environment. Too broad 2 mission encourages an
orjanization +to pursue sometimes unrelated marks+s based
solely on potential for profi<, whzn no managemert expertisz
exists iInterral to th®2 organizatioa. Missions are no*
static bu+ can evolve, genzrally doing so slowly.

A primary characzteristic of +thz aissior is that 1% needs
to be explicitly statel. By doing so a comparison can b
mal= between individual and organizational goals.

icit s<atements of
provide a tallying

dne of the grﬂma* vaiues of xpl
s2lves with them afd a
2

SXp

ai s3¢on and ocbjectives is_that thay
=2

n

pcint for thosé whe can ally +hemss

ciear Indica*i to those "who cagnot, tha*t they amigh=
wish tc consider alterrnative orgar.za*ions as thé souice
2f %ﬁe;r economic and psychic Satisfaction. [Ref. 16:
B

When an organizatioan fails %2 =zxplici*ly s*a%e i*s3
mission i+s rallying point is lost. "Organizations tha* 4o
not discuss their basic missicn and purpose wiil inevi<ably
lose whatever ccnsensus may have oncs existzd aacng iz

ul

menbers as to *heir common purpose" [ Ref. 16: p. 143]. Thi

n

loss of mission consenrsusz can be dues te environmer=al and
personnel changes, tha* a2lter +*he complexion of the organi-
zeétion. As will be demonstratad, within NAVDAC chis loss of
missicn consensus has bean e&xemplifisd by an overemphasis
upon +he service orien%23 portion of its mission =0 the
datriment of its policy orient2d mission.
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Long range plans assist an organiza<%ion in the implemen-
tation of i*s mission, delineating objectives and miles*ones
to be met, When a formal plar is nox-2xistent, an organiza-
tis>n lacks definitive quidance on th2 action t> be takern in
orier tc accomplish its aissica.

C. THE ORGANIZATIONAL CONCEPT OF DONAIN

Missi~<n <consensus ref2rs to internal agreemer* among
orgyanizational members. Dcmain consensus cwsfers +c an
agreemer* betweern an orjanization and its relevan<t envizon-

ment., The domain of an orgyanizatiorn d=fines *hsz;

] tecknclogiss (hardwacs, software, ovarscnnel) used by +hs

ozgainzation,
. the pcpulation servsd, and

) goods or services suppii=d tc “h= clients [Ref. 18: p.
229].

The relevant Ademain 9f ar organization influencss <he
chances c¢f an organization achiszviny its mission. Tcc smal
a domainr suggests that the entirz aissgion will net b2
achieved because the egenvironmen= will not rsceqnizs <th
o-janize+ion's righ+ to provida that sarvice.

The par*icular Ziamportince in th2 ccncepts lies in the
fact that <+he dcmain "dz-ermires ths points 2t which the
organization 4is dependant upon o*hzrs €or “hs rsscurces,
raferrals, and other <tyoes 2f su :
survival" [Ref. 19: p. 20].

Because rescurces (clientcs, monsy, techaslegy) ars
limited *he potential for zonflic* =xis“s be*wszn an organi-
zation and its relevant environment. Domain consersus

lefines a se* of expectatioms,, 6 both for membecs cf an
3-ganizaticn 2and for, others with whom_they -nteracs,
about what the organization will 2ad will 1not do. I+
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provides 3l+hough, imperfactly, arn image of <the
S5rganiza ation's gole in 1 large; system, wh;:b iL tugn
serfves as a gui for tha erin :f action_in certaln
directions and no* in others. ([Re 20: pp. 28-29]

Th2 implication s that wher domain consensus is no+
achieved, resource contention will 2xist betwesn the oSorgani-
Zation anrd its task environment. 3inrce resources are needel
for +he crganization to achieve its amission, <failure *o
achieve domein ccnsensus can effact *he future survival of
tha organiza+tion. "A 3domain becomzs operational cornly when

[¢H]

ths organizations' -ights to domain are recogrnized by thos

wadse support is needed"™ [ Ref, 19: p. 20]. Because 2

JeZense of one's domeain is resourc2 costly, it is +tha

aygther's presumption that NAVDAZ r=2duced its cost and
ensured I1+s survival by rsducing th2 size of itz domain.

Two major pecin*ts are 2vidasnt. The first +that dcmain
consensus must he achisved for organize<ional sucvival. Thsz
second “kat tco swall a iomair may 3irhibit tha accomplish-
men+ of +he sntice mission. When *h= envircnnaznt does nos
fecegrize <he organization's right <c perfocrm a2 certain
Service, cortertion arises. With th=2 ¥avy *his unr=cogrnizai
dcemain element was policy formula-ion.

D. NAVDAC'S DONAIXN

The ADP Implementa+tion S+udy racommendad <hat *hsz
follcwing data processing resourcszs bz transfzrzed <o the
La2Ww ADP command:

CP-91 s«aff, less thosz psrsonnz2l =ransferrzd tc 0OP=-942

ADP Equipment Selection Office (ADPESO)

Navail Command Systeas Suppor* Activity (NAVCOSSACT)

Naval Ma*terial Commani Support Ac+ivisty (NMCSA)




. Naval Accounting ard Finance Centsr/ Comptrcller of the
Navy's ADP resources

o Naval District, Washiag*on's ADP resources.
The losing parent organization of the above activ-
ities was to transfer alony with the activity, a
pro rata share >f its suppoarting resources.

. DATA Processing Servica Centers (DPSCs)
Norfslk
Jacksonville
Pensacola
San Diego
Alameda

. Manpower Analysis Centars - LANT/PAC ADP resources
. Fiee*t Assistance Groups - LANI/PAC ADP rescurces

. Naval R}~gional Financs C:anters (NRFC) ADP r=sourcss
Norfolk
Great Lakes
San Diego
San Francisco [(R2f. 7: p. 936].

Ths choice cf ac*ivities za2ntered around *hose whose incor-
poraticrn supported the z2gicnalizzi ia+a precassing centec
concept.

The ADP field activitizs selactzd were those preseatly
chartered *c : (a) prov-ie general suggort either wi<hip
3 geographical regiorn ch a3 the DPSCs, or =5 a szt of
customers, such as VN &v* SSACT an} NMC3§, {b) ger:c:m
£ieet support_ mission such as FAGLANT and_ NMACLANT,
and (¢) p;ov;dc specia . zed functions tha+t would readily
be made i of ? SS¢ conceptl suck as
NRFCS..,Ccnso 1da‘zons u1 1 providas long tera ecoromiszs

which will be valida*eil af+ar ap appropria<e period of

3perat ons. {Ref. 7: v.2, p. J=-1]




exanined the feasibhility of establishing anpn ADP ccmmand
urier +he auspices of NAVMAT. Recoam2rnded for consolidation

: The Nance Report, discussed in “he previcus chapter,

in the VNance Repor+, but not included by thes £51low or
Implemerntation Study were the <Cantral Design Activitiss
(CDA's) belongirg to the various Systems Commands. A CDA

provides, for its -cespective fanctional command, systems 2n4d
programmirg suppert. Mulzi-ccmmard applica“ions confined %o
ore functional area woulil not fall under the coagrnizance of
NAVYDAC but under the functional spoaser. Specificzlly <h=
CDA's ard +taneir functional sponsors war

L

. CENO - Yaval Sea Systams Command

. CASDG - Naval Sea Systams Zommzni

. MSDO - Yaval Aiz Sys=:ams Command

. FACSC - ¥Yaval Facili*i=s Enginzsring Commani
° FMSO - Naval Supply Systems Ccamand

Justification for <th2 exlusion 5I the CDA's was based
upan the fact that "NAVDAC and iI%s subordinate ADP Suppoz=
Cen+ers have been established principally or the basis %ha=
ths Command is responsibl2 for purz 3data processing func-
<ions" (Ref. 7: p. 47]. I+ was £21% +ha*t the cost (z+=a<%e
in terms of performance) >f s2parating “he data processinl

functions from “he CDA's would far outweigh *the benefits %9
be gained. Addi+*ionally it was stat2d tha< if in the futura
NAVDAC demonstra+ed the capabili“izs to handls +hesz addi-
+ional respornsibilities, then considzra<ion could be made 2as
o their transfer. ([Ref. 7: p. 47]

In terms of cur definition of 3Iom3in , +the technclogisas
used were those activitiss transfsrr2i <o NAVDAC. The povou- l
lation served were those Navy activities needing general ADD

support. The service provids=d w2s pure davta procassing.
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Excluded from the domain ware the Systzms Commands arnd their
respective CDA's.

This activity division, while pacifying the Systens
Ccamands brought about the first problem with NAVDAC's
concepticn of it's mission, @& concentration on the general
data processing installation. This was despite +the fact
that NAVDAC was still to restain CDA responsibili+y for
mul+i-function applications.

Interviews with Navy >fficials rzvealed “hat NAVDAC fel-
tha+ %o assume ccntrol of the CDA's would be %90 large a job

2

(b ]

ini+ialiy. The approach was 2 ge< J1¢'s own hdouse in orde
before expanding. Provision was mais for NAVDAZ to evaluate
in the future <the concept of centralized control of h
CDA's.,

A point should be mada at <this “ime concerning the lack

ot
\D

of a long range plan. Withou* suczh a plan no> evalua+tion
criteria exist, Without these cri=2ria it becomes IZmpos-
sible to prove cbjectively +hat NAVDAC, a%* any *imes, was
ready to assume responsibili+y for CDa contrzol. Those indi-
viduals disputing NAVDACT's right to mz2nage thz2 CDA's couli
offer a counter argueament 1+ any <timz. Addi%ionally no +ime
frame was ever astablished for the projec*ed expansion.

The thesis is no* making arn att2i1p+* to support “he posi-
tiorn that control of the CDA's should reside with NAVDAC.
Instead it is +*rying teo point out that proponants of *hs
id2a would tave had better dJustification had some ma2asurabls
milestones been establish2i1 whzn NAVDAC was formad.

E. NAVDAC'S MISSION

The cen*ralization of policzy ia an ADP command was no* a
nev move, Up until ths z=reation of NAVDAC, VNavy policy in
“he area of non-~tactical ADP had b2en centrzlized con*rol
with decentralized prograa zxecutisn. O0P-31 had Dbeen
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craated to eoffzct this czatralized zontrol, but successive
biliet cuts had reduced 0P-91's missior effec*iveness.
OPNAVINST 5450.200 was rzleasel in December, 1978,
almost +*wo years after +ths formation of NAVDAC was
anncunced., It stated th2 mission of NAVDAC as b2ing to:

Administer and cooriipa“+e the Nav nen-tactical ADP
ICgralm. This responsibility includes collaboration of
DP mat+ers wi*h al Navy ADO cla ;nan-s- dev2lopmen*t cf

policy and procedures; aporoval >f =ys~ems dsvelcpmer+,

acquisi *;on/utlllzatlon of ADP =juipment and_ service
~cntracts' spensoring oSf£ ADP t?:HnologI, and career
ievelpment an *raininy of ADP? pzrsonnel. [Ref. 21:

enclosure 1, p.

Th2 func+icns delineatsd as *o b2 performed by NAVDAC,
almost exclusively concern coordination of Navy-wide ADP.
Yet *he House Appropriations Conmittee, Survey and
investigations S*aff (HAC 58%I) described NAVDAC in 1981 as
beirg "rela*ively ineffestual in carcying out izs mission
responsibili+iss from 2 Navy-wide standpoint®" Ref. 22: p.
141]. Tke position held by *hs aunthor is that the OPNAVINST
was prcmulgated two years +oo lazz. By <ths time it was
published, NAVDAC had conzan*rated its economic Tesonrces on
NARDAC management and estiblished I<4s 3omain ss general Ja+a

p-oceszing support to user comnands.

The original intent of YAVDAC 1in %he pclicy arsne was
described in <he ADP Implementaitisn S*udy, Jdiscussed in
chapter 2. In +he Implamertation Plan i+ was s*ated +ha-=

"NAVDAC wilil 2evelop, i1 consonanzz2 with policy guidancs
from ths AaSN(FM), the C2¥0, arnd o*her hiaghsr au+hori+y,
cencepts, cbjectives, plans, and procedures relating <o ADP
and informa“<ion systems 1managemen* in “he Navy" [Ref. 7:
v.2, pe D=-33). Additionally, “NAVDAC will develop revised
ADP Cules/direc*ives/rzgqula*ions aad monitor compliance”
(Ref. 7: v.2, p. D-33).
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Two assumptions appsar to have been wmade by th
Inplementation Study, whizh have not proved %o be valid ove
tine. The first assumption is <that NAVDAC would receive
adequate policy gquidanca. When adejua*+e policy gquidance is

(2]

not for+hcoming an organization can take one 2f two diffe-~
rent directions; 1) either develop policy internally and
submit for approwval, or 2) concentrite resourc: u+iliza+ion
or. that porticn of <+h2 orgarizational mission whezxe
successful -esul+s might be realiz:zi. The HAZ S&I ateri-
buted the fallure of internal policy da2velopment tc *he face
tha+ NAVDAC was buried t2>5 lcw In thes organizational hiszr-
archy “o be effective. "As 3 rszsult, commanis wi«h mors
e

senior level support (thr=se- and foar-star £lag rtank) by

W

able to influence the ac+ions of NAVDAC irrespzctive 9f +~he
merits c¢f the issue™" (BRef. 22: p. 144]J. The Yavy officially
disagreed with ¢the Committee's comments concerning +has

=)

organizational placement >f NAVDAC.

The author's assessmant s that NAVDAC n=zver had =z
chance to <effect real chaage in thz area of Navy-wide ADP
managemern*t, Nct necessarily dus %o its organiza<icral
placemer* but beczuse of domain <consensus. The domain
allctted “o NAVDAC <consisted of contzcl cf gesasral purpos:
regionalized centers. Saccess in *he area 2f Navy wiis
pclicy would have resulted in traspassing into dowmains
belonging to othe- organiza*ions i1 ¢he relesvan:i envicon-

ment, ard altimately rssulted in rssource conflice. I« i

n

falt by the author that this situaticn would have transpire?
regardless of YAVDAC's organizational placemernt.

The second assump*iosn is that ¥aAVDAC, along with moni-
+oring complience with ADP policy, might effec- sone
remedial ac*ion. location of NAVDAC urder ¢he CNO was
advised because c¢f the nacassary cloua: “ha* would be needel
"in a down chain direction in order “o direct pacformance of
all Navy ac<ivities" {Ref. 7: p. 63]. Whether +his clout
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has been underutilized, or +*he remedial acticn was igncred,
tha HAC SEI stated in 1981 <hat, "thz major claimants...wer2
€each observed to be abiling by their own policias and proce-
dures which had been establisked long before the advent of
NAVDAC"™ (Ref. 22: p. 142]. Again *this failure to demons-
trate the clout desired stems from a reluctance %o interfers
in what is not considerad NAVDAC's domz2in,

Realizing that polic is an area iIn which only limited
progress has been made NAVDAC has %azken to issuing adviso-
riss. Carryina no ramifications if not followed, tha
advisories offer advice *o commanls based upon lsssons
learned.

In view of *he circumstancas surccunding NAVDAC's estab-
lishment, one must questiosn whether th2 WNavy actually needed
a new cent-zlized organization. JP-91, althoughk admittedly
unlerstaffed, already zxisted ¢o 2ffa2c* cen*ralized policy.
The majer addition o NAVDAC was ¢“he Incorporatiorn of =hs
DPI's. This mcve was In ke2ping with *he =mphasis uporn
reducing costs and increasing efficiency +hrough econcmiss

of scale.

F. LONG RANGE PLANNING

Interviaws with Yavy osfficials have suggestz2d that thera
is a lack of consensus a« all levzls >f *the Navy corcerning
the mission of NAVDAC. The origins of the loss of ais

n
'

o)

3

consensus stems from NAVDAC's selection cf a limited domain.
This 1limitation achievel domaina consensus and reduced
NAVDAC's dependerncy upon the anvizonnar%, prcbably ensurina
NAVDAC's survival, bu< 1+ ar organizarviornal cost, I« is
£elt thet those who propose NAVDAC's mission as being +ha<
of managing *“he WAVDAC's, are viewing primarily +he dcmain
NAVDAC has to work with. Convers=aly, those who view NAVDAC
as existing t¢ manaje Navy-wilds ADP are considering
primarily NAVDAC's mission stataman<.
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The limited domain rapresents 2 loss of Jdirect con+rol
by NAVDAC ocver a larg2 psrtion of Navy non-tac“ical ADP.
Implementing policy without Airect con+rol over the relevan~
activities has proved to bz non-produc*ive, +*therefore rein-
forcing NAVDAC's concentra*isn upon +he DPI's, whers
progress can be realizeld. By 2llowirg the System Commands
+o retairn control of the CDA's, NAVDAC's chances of devel-
oping successful s+tandardized systems across function lines
have beern decreased.

Two “houghts are corfsr23d for coasidera«iorn. The fics-
is that -ad 2 lorng rangs plar besn i1 exis“ance pricr 2c tha
formaticr of NAVDAC, =h2 inconsistancy between NAVDAC'S
nisslor and domain might have bzan ICzsolved. 2i+ther by
decreasirg NAVDAC's missior or inzrzasing NAVDAC's domein.
Bacause no dJdefined goels ard objecti

v ecanm
Jifficul+ to reccgnize +ha¢ ac=ion takan by NAVDAC did rno=
support *he entire mission.

The second ~hought s =ha* I+ his proved 1

mEo
since NAVDAC's creation t©o publish an =2ffectivs lorng -angs
plan and probably will continu2 o C-2main so, bacause of <hz
domair consensus problza. Long range planninrg ¢a 2
Navy-wide Dasis would Jicta*te Involvemern= in cihksr's
demains, which it Is suspect=za would oprovs -0 b=
unacceprtable,
s%*enzt, +<he corcen-

Because a 1ong rangs2 plan 4as aon-2
<ration upon *he NARDAC's was 2llowal o

“ribu<ica <2 9

xi o}
coatirue, fIdgIress

was being demons=rated, although i¢s zont v

arsas cculd nct be aeasured. Chap=2ar U4 will a=+-ep
demornstrate how the concentraztion upon <he DPI's, ani sko
range Tesul*s influenced the organiza+ional s=zructure =h

NAVDAC 3developed.




G. SUBBARY

The major point addrsssed in th2 f£irs+* +“wo chap=ers of
this paper has concerned the problems *hat have arisen dus
to the Zack of a non-tactical ADP strat2gic managemen< plan.
That such an item is difficult to produce is admitted. ADP
invelves all furc*ional areas and while Congress and ths
Navy may feel the need to mora <ightly contrcl ADP experndi-
tur2s, 3individual commanis may see ADP as simply a3 zocl to
be used iIn “he perfozmancz of 2 mission.

What is <the sta*us of <he s ra*egic managemert rlan?
"In December 1978, GAD r2minded thz Yavy that it had nc=
developed an integrazed loag -ang2 olan for its ADP pr-ogranm.
A firam commitmert was male Doy th: Navy a* *his “ime +2
develop such a plan in 1973" [Ref. 23: p. 21].

A draft Department 0f the Navy S4rcategic Managsment plarn
fer ADP has been develoozd but 1335lds liz+=le promise fo
helping t¢ Temedy the si-uatiorn. In i<'s introduc=zion, =zh=
Pian sta*tes thzt "the Plan Jdoes n>% address a specific <«im
frame. The goals ar2 not iIntenld2l +to represen< desized
specific, achievable results, anéd in fact may rnsver be fully

aztained. Razher, they revorssent broad =aveas that fu*uce
ADP-related efforts are 2axpecizd *> Socus orn" [Ref. 4].

The plan is divided into =wo g2n=ral sec+ions, Tategi
ADP goazis and Zunctional au<=oma+tisr gcals. The strategic

ADP section is representative cf *=h= Adirection <h=s Navy
would like +o move with r23ari =-o ADP in general, standardi-
zaz ion, =raining, etc. The functicnal area refer:
sp2cifically “o areas £or davelopmzn* and demonstsates no
dicec*t relazionship +o thz general g3joals 1zid out IiIrn =<hes
strateqic s=action. Funct ional sponsors are encouraged to
adopt Navy goals in *he specificatisn of new sys+tems, bux
th2 plar wmakes no provisiosor £for cod>rdinazion across func-
#ioral areas.
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A. INTRODUCTION

The following chapter <zontaias an examinaticrn 9

NAVDAC's internal organizatioo. Th=2 position held by ths

ut hor is *that NAVDAC's func*iornzl orjanization 1s 3 reof
*ior of +heir missicn choice <to Coarcerntra*te cr  +he DPI's,
Based upcn work by Chandi=r, <the discussior c
tha s*rateqgy adopted by NAVDAC, 2nd how =hi
by the func*ional organizat ion.

The NARDAC's will b2 discussszi

E n
units. Sas2d upon a moi2l 3Jsvelop23 by Ouchi ani 3azney,
=

the change in da=+a proczssing servicsas

“0 ¥avel Iadustrial Fundiag (NIF) «ill »H
szc<ilon provides an exampla ©f a transaction (the "sale" of
daza preccessing sarvices) as It occurs inp*ternal and external
o} al boundarizs.

Bo*hk structure 2s a rzsul=< of str2<=2gy, =2:nd transac-ion
gevernarca will be examinzd 3s attsmots *o

survival »f -he crganiza=ion.

F ally, < he subjsc+ of sszorganiza+tion will bz
discuss=g, Wit an alcarrative furncticonal orgyanizasion

Prypcsed.

B. STRATEGY AND STRUCTURE

1. grgapiza=ion:l Th22

4
ln

4

MJ

S*ra*tegy has b22n definad 2

a
fcr achieving 2*he organization's obid
1

izctives and thus impla-
mentirg its mission" {Ref. 25: p. Jol. Na~hanscn fuar+hers
refines this defini+ion by pointiny cu+ *ha* =h: obj=2ctives

(V%)
@




pursued are those develop2d during the "strategy formula<icn
process” [Ref. 19 p. 3).

Structure is "thz design =f organization <hrough
waich +*he enterprise <Is adminis«sr24" (Ref. 19: p. 5].
Characterized by +wo components 1 lines c¢f communica<ion
and auzhority and 2) 1lines of information ard data flow,
several structural types exis* nzluding +the
functionel organization of which NAVDAC is repras

The positior propdsel by Cha

a
zation's s=ratsgic cholcas will inilia2nze izs o-garn. za=ic
w

o
(8]
i
9}
[72]
[l
o3
2]
v
un
n
1

s=zucture. Firags with

e}
adopt a s*ructure sui<ei td> the azcomrlishment 5f the stra-
o

*egY. Since stra*t=2gy formula%ion is an or asiag process,
strategies can change bas=2 upon the <changing enviconmens
and organizatioral mission. Likzwise the oOorganiza+tional

structure is dynamic, undergoing 203ifica
Thk3t struc*ure which reiflects thz <cucrart strCategy.

suanarized by ¥athanscon:

Crhandlecz's 3e2rperal *h=zsis is <=hat s*ructurs fcllcws
stratsgy. Charnges In a1 firm's s<ca%tegy Tesul: f{tom an
avareness of +the opportunitias and néads - creatad by
cbang-rq oopula*ion, inzome, and “2chnolicgy - to eanploy
2xistirg or expanding rssodrces Mir2 . profirably. The
new st a‘eqx tZings adbgut new 2jwinis=rativs pioblams,
1owev=L. hege Qew alalnlstrativa problams Teguire 2
1EW at least, 3, refashisasd’stzuctucte If <he
=n’arge3 enterprise s o dpaTate gafficien*ly.
"Ref. 19: p. 6]

Chandlisr 3elineaza2s Iour orjyaniza*iornal forams sach
Tepresentative o0f 3 differ:=nt growsa strategy. These fou:
icras are *he sntraliza2i fanctionaal, +he d=zcen=ralized
nul~ rn.¢c*ioral, +*he holiing coampany, and =h2 maziix form.
[Ref. 19: p. S} NAVDAC :-epresen=s thz cantralizzd furc=icnal
fccnm. As discussed in Chapsr 2, <the Implementa<icn s=udv
saw <heir <ask as *aking "a r=zalistic c2view 2f the func-
+25r3 Zc b2 performed and devaiopmzit of arn >drganiza-iznal
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tructure (including 2assignmen+ of responsibilities) >
accomodate <hose requiramsats*" [Ref. 7: p. 23] The struc-
ture recommendsd by the Iaplementa-ion Plan ard adop*ted by
tha Navy was a centralizzd functional commang.
Organiza+*ional growth can occur +*hrough initial
vclume expansion, gecgraphic expansiosn, vertical integration
ard prcéuct diversification. I+ is in th2 period of
geographic expansion that the functi»>nal organiza“ion arises
cffering a solution *o "administrativs problems »f in*erunis

ccordination, specializa<iong, standardiza<ion® [Ref. 19:

and
p. 131. These problems wers all
formulation of NAVL.C. Zontzcl of ADD resourcas was decan-~
tralized therefore iar.2asing *he complexity of interunii

coordination, Stazdardization of systens, particulacly

acress cemmand lines was ifaefisctivse, each ccmnand claiming
their unique wmission as justifiza+ion £for specialize?d
systens.

A major concep: is *hat of cthz2 f£i: be“w=zn ar crgan-
ization's strateagy and striacture. Go2dness of fi< im
better utilizaticn c¢f rssources. Rzsources are Jd=fi
those items utilized by th2 c¢rganization Za “he achie
of its mission. The effzctiveness >f zn organization,

ultimately its survival #i1l1 deosni uvon i-s goodness of

£is. "he importance c¢f <this concept is no% nearl S92
noticeable during times >f aconomic presperi:y. + isg
durirg *imes of resourcs scarcity +<hat the organiza+ion if
forced Into change. "3rganizations do no*t change <+heir
structures until they are provoked by inefficiency :to ic so"

(Ref. 19: p. 13].

2. The Funciionael 2z3an:

- i\
- ——— - -

WAVDAC offers *two major products, 1) DPI managemen<
and 2) liavy wide ADP managament. As 3iscussed in Chapter 3,
WAVDAC <hrough default (lack 2f 3 Yavy-wide ADP stra=z=2
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management plan, and inadajuate suppd>r* in the policy arena)
adopted a short rangs strategy, that of 1naraging =the
NARDAC's. It is the opinior of <hs author that tpe curren=
oryanization of NAVDAC reflects this izcision.

If as postula+ted, ¥YAVDAC hz2s concentrated on +he DPI
portion of its mission, it would bes 2xpected to take on *hs
characteristics ¢f a singls product firm and hence a jreater
degyree ¢of centralizatica would be evidenced “hac by 2 aul+i-

product Ifirm. The greatar degres >f cenr“ralization arises
because the organizatioial stzucturs will Iailusrnce ~hs
degree oI centralization/ decentralization exhipised. "Ths

functional organization is usually mcr2 cer+tralized, anéd its
departmerts are speciazlize
[Ref. 19: p. 6]. i

The matrix organization combines charzzs
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bocth +he functional and prcduct orientad >
NAYDAC &ttitempted a projucs oriznczsd eoraz
including both c¢peratiosnal and strategic =c=as
within its depar“ments. This was 2videnced b
irterviewed who refered =5 NAVDAC as a3 ma*zix

The techrical codes, 30, 43, &nd S) zombin k

<D
ct

ities fcr +he Vavy-wids and DPI programs wicz!
Tespective areas (systems sof:warsz, applications scf<warza
and DPI operations respaciively). Taz Zorma+ion 9f a2 <1
tisral vice a matrix oSryanization resulied bscause NAVDACZ
chd>se to concen*rate upcn the DPI po
ds ncted by the HAC SEI, "It  was =2
percent cf NAVDACs ccde 30, 40, 2ani 5
coordina+ion and managsmant of +ths ¥AR
144 }.

n of its mission.

ted that over 89
2ffort is jeazed %2
ACts" ~Ref. 22: p.

(@ B

NAVDAC's structurz has evolvzd +owards a furctional
organization designed arournd the function of amanaging data
processing installations. his func+ticral organiza*ion
became aven more evident afier +hs 1979 reorganizaxicn in
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which "si directoratss anrd some special staff office
elaments were combined intd> +two dirzctorates, streamlining
tt2 Command along functiolal lines”  “Ref. 26: p. 10].

C. ORGANIZATIONAL BOUNDARIZES

The boundary "of a system ig a closed line placed arournid
certain objects so that th2re is lazss intensity of interac-
2zts outside the line than
2" "Ref. 18: p. 216].
ryaniza+*icn the Dboundary

e

tiorn acrcss the lire or among ob
among objects within <the closed 1

With regard to <+tha NAVDAC
erncompasses NAYDAC and tha NARDAC's/NAVDAF's, External *>
+ha bourdary but still part of *hs rzlevant envi-onment ars
the use-s, <+th2z CDA's, 2aad Congrass. This szction of +hs
thesis will <£focus upon the ussr 31s he reiates tTo *h=
NARDAC's across the boundary. In tals respect the NARDAC's

bacome bcundarcy spanning uni<s. Ta2 relaticnship will be
examired wi*h <regard %> +he "salz" 0nf data procsssiag
services ard the ilaplizations 3s3aniza+tiocaally of NIT
funding.

As defined above, 1 boundzcy iaciudes so>me £form O
interac+ion across the closed lip:, An exampis 5f an inter
action may be a +*ransactisa or "zn 2-onomic exchange between
*w> or mcre partiss®" (R2f. 27: p. 31]. In detsrmining th
placement of an organizational boundary Ouchi and Barne
propose an <fficisncy apprdach. M"Thz obdective is to defins
<hat boundary which (1) 2allcws partias %o an sxchange to
ob%ain sufficient information %o jadge <+he fairnpess with
which thev are being dsalt in the ra2iacionskhip and (2) %2
accomplish this task at miaimus cost" [Ref. 27: p. 3].

Since a transaction is an scondmic .xchangs, and there-
fore quan+ifiable to soms ext2nt, :sost/benefit analysis is
relevancz. When <the costs of a transaction catwaigh <he
banefits gained, consiiaration should be nz2de <owaris
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relocating the transactisn in ra2lation to the boundary.
"Because *he cri*ericn if efficiency, w2 can 1ir sach cass
determine whether <the 2cving 9f an organizatiosnal bourdary
will yield efficiency benz:fits or not" [Ref. 27: p. 2].
Governing transactioas is accomplished differently
internal and extarnal to <the boundary. Extarnal to th2
boundary, compe+iticn is cecoynizzd and “he T2lzvant gcver-
raice mechanism is *he market. Iatacnally, coap2tition does
not guarantee equity to b>*h partizs therefors <+he gover-
T

rance mechanisms rely upoar the rscogai<«ion of soase hisrarcy.
"The <Importance 5% a boindar lias in <he diffsrence 3%
governarce mechanisms which it implizs...The o9Jbjectives of
ar efficient boundary analysis is t> discover <the division

betweer inzernal and 2a2xtszrnal govarnance mecha
will yield *he lowes* cTos: of jovarnarce" (Ref. 27: p.
Ouchi arnd Barney suggest *that =h2 p-oper <s2lac n
transaction governance mechanism may =24££f=2ct =hz2 sur
an organiza«ior, particulacly when r:zsourcss ars scarce.
Relating *o the dissussiosn praszanted in thz przvious
chapter, i< should be 2105t2d that both domain consensus =213
governancs mechanisms infliencs rassarcas. I2 210 impropac
goverrarce mechanism, rssources arz 1sed inefficiently. Ia
dczain dJdornsensus, Iesourcses a ain=13. I« is
suggestsé by +he auther, that 3in improper governanca
mechanism may influence =h=2 achizvamnszat 0of doma concensus.
With referznce to NAVDAC an

data processing servics i

a
s provision of
E n that *+akes pliaca
across a boundary iine. Th kes >n charactar-
istics arnd is governed by 3 mechanisn 3ependen+t upon whether
1 ra ot

+h2 transac+ion is interna he boundary.

43

-—



1. ZTrapsaction Characteristics

Transactions or economic 2xcainges are characterized

by three variables;
o The degree of perform2ace zccounting ambiguity,
o The degree of goal conjyruence between +he partiss, and

. The frequency of <ransac*ion occirance [Ref. 27: p. 7).

Performance ambiguity stems f-om two sdurces, "an
inabili4y <c measure <th2 perfarmaice of parties iIn n
exchange and zn inabili:y, avan Lf performance can be

measured, to be able to accurately value i+t in 2h2 =xchangea"
{Ref. 27: p. 71 High performaac2 ambiguity &

=]

plies thaz
corpeti*ion will not =ensure equity Dbetween partiss and
tharefore *he need for an interral govsarnance m2chanisn. A
icw degre2 9of narformanc2 ambiguity, where 1« is =22asv t2
value <+he exchange and m2asure ths performance, can b2
accomplished through 4#hs narkst 2and thszrefore is external %o
ths crganizatiorn.

Goal congruernce da2scribes "sha s
ship between *two or mor=s ovac%iss® “R2f. 27: p. 13]. High
goal congruence implies tha* Dboth >artiss ars engaged Iin
profit maximizing behavisr and <“harszfore govacnance takes
place in the market. Low goal conj-a2ncs requires “ransac-
tions be governed internally in orizr %o ensurz fairness *:z
all paz+ies.

The frequency of a1 %ransactisn's cccurrance preoviies
th2 means by which a zssc/benefi: 3analysis may be acconm-
piished. The purpose is to determiaz whether the cost of
establishing internal gsvarrpance m3caanisms dossn't ocutweigh
“he benefit received duz t> th2 low fraguency of transac+ion
occurance.
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2. Governance Mechanisas

"Governance mechanisms are <+he sociil processes
which serve the function >f mairtaining the percepticn of
equity among the participants to a trapsaction" [Ref. 27: p.
15}. As mentioned previously, govarnance a2chanisms can
exist both dinternal arnd external +o the organiza+ion

dependent upon tle charactaristics of a specifiz transaction
(p2-formance ambigui+y, joal corgrience, and frsguency).
"Pxternal modes of governanca achiave 4he parception ofF
equity *krough a normativs acceptancsz of competition in open
markets as a legitimate form of sozial con*rol. Intern
modes of governance achizve this =nd +*hrcugqh <he nocma
acceptance of a legi“imats hisrarzchy 2s *=he substituta fer 2
competitive market" [Ref. 27: p. 15].

figure U4.1 proviizs 2a brzikdcwn of the types of
governance mechaaisms as they Sccur in“ernal ani external ¢2
thz boundary and their basis irn pricess, rules, >r values.

The internal mechanism can tiks on thrzz forms, <“hs
gquasi-marke=, “he bureaucracy azd th:z clar. 4 guasi-marckest
exists when divisions ar2 tzeatsl as profit czniers anl
intarnal pricing mechanisms cccur.

The bureaucracy and the clan fcrm bo=h rzly uron <he
leyi+imate hierarchy, but the clan iemons<ra*es the abilisy
+0 accept "short-term Inequity with +the =expescta*ion of
by -run equity" {Ref. 27: p. 20] TIhes bureancracy wi<h i+

N
{n

reliance wupon rtules is characteristic Mof funciticnally

cryjanizeé enterprises" [R2f. 27: p. 18].
Zxtsrnal gqovernance mechanisas c¢an zake orn *hre2

forms, the market, +the bureaucra<izally assistzi market anid

the clar assisted market. The lattar “wo are "exteranal fcoms

of bureaucratic and clan governanca" [Ref. 27: p. 22] ani !
-2 characterized by rules and values rzspectivzly. Alehin

th2 external bureaucrati: market lagi+ima*2 au+thoricy is

e




Informational Basis of Sovernance Mechanisms

Pricss Rulszss Values and
Norms
Internal , uasi- Bur=au- } Clan
Hierarchy arkets cracy
External l Harket Bu.equ"raulc’ Clan
. assist assisted ]
Competltlonl } markat , market

[Ref. 27: p. 16]

Figure 4.1 3overnance Yechanisams.

passed *oc a third party which is rszo

thers is "a

"
x
(]
(a4

¢ the transacticn. 1In <he clan assis
commorn belief “ha* both par+ties to th rge will act in
a marnar so as nc¢t to taks advantags of h
p. 261].

The 2xistence ¢f *ae Dburzauczratic and clan assis=<s?
markets suggest that a strictly compe<itive pmarket fails %>
h

provide equlty between parties a*+ “h2 lowes* possible cos-=.

Intermediate 2xternal governancs Iorms such 3as ¢l a“ and
bureauc*af;ca;ly‘ assistsd mazks4s arise whan mple
narke+ prices fiil. Ths key d:ffszresnce be+tween '}= WO
jovernarce mechanisms liss in the =x*ent to_which marcks
prices are augmented b sub~ls, imformal relations based
on_muzual trast and = oseress on the one hard, arid
;| party authorities on the

rules, arbitration, “ani +hi-
dther. (Ref. 2Z7: p. 1

Figure 4.2 maps the govsraance mechanisms Jus*

discussed to the transaction charactsristics of joal congcu-

ence and performance accoun*ing ambiguity. N>te that when 1

gcal ccngruence be*wean paczties is low and perfsrmance f
|

ambiguity is aigh, nc transaction will take place. w
|
|

us




Performance Accounting Ambiguity

High Medium Low
G Low ro trans-{ bureaucgatic market
g actiorn assisted narke*
L Mediuam { tureau- clan assisted market
S _Cracy market
High | clan quasi- marke+«
} narket

{Ref. 27: p. 28]

Figure 4.2 Transactions versus Governance.

D. NAVDAC AND NIF FUNDING

ot

when “he ADP Implementation Study was conducted pricr o
ths formation of YAVDAC, :-he philosphy was that NAVDAC woulil
be ipitially missior funled with an evertual progression
tewards a ccmtina+ion ¢f mission funding ard cos*

eimbursabls funding. "Tf fzasible, it is planr=eé zthats

users will budget and pay for ADP ssrvices 3and DPIs 2anid
DPPSOs of NAVDAC will bs operated as cost centers" [Ref. 7:
Pe 487Js The rational b2hind *his proposed *ransition was o
place the responsibility for mornitoring ADP costs upor %hsz
usare. One of <the problems ijertified by +he ADP
Implemen+ation S*tudy had o2en that "users, 3in gensral have
no concept of ADP igv2lopment 2and operational ccszs"
[Ref. 7: v. 2, P. D-25]. 8y czasing tc provide ADP as a
free gocd and by making zhe user -2sponsible for his cost,
ecornomies were hoped +o bz realizead.
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1. Ihe Mode] as It Appliss o NAVDAC

" Be
fed

|
I

NAVDAC and th2 NARDAC'S are currently aission
funded, that Zs NAVDAC rajuests for and receives funds from
Ccongress to maintain its operations. Services are provided
tc most customers a%t no c3st (fome cistomers, sexample being
NARF's, vwork under a chargyeback system where the NARDAC is
reimbursed for ocosts incurred). Ss2rvices arz provided in
+htee gerneral areas;

ADP application system develovasn* =~ incluijes analysis,
dasigr, programning and documentation of computer appli-

catZon programs,

] DPI services - running ¢f applications programs o<

provision of computsr capacity,
. Techrical support services - consultant services.

Thz problem of unbudgetei costs is aegctiated on a2 casz by
cass basis, wi*h +he NARDAC abs>rbing such costs when
ssible. ([Ref. 28: p. 2]

In *“erms of the modeli discussed in the pravious
sec+ion, mission furndiay <Is a +ransac+ion gqoveraed by

internal mechanisms. Sp2cifically ths governance mechanism

is a bureaucracy, where rTales prevail, Rules stipulia%e <hsz
procedures by which NAVDAC obtains 145 resources (-“he POM
pIocess) and tvy which the «cusionar +*hen regues+s ADP

u
services (NAVDACINST S5230.113). Tha trapnsaction sp
a bureaucrazic gqovernanc: mechanism is characteri
medium degree c¢f goal <¢congruencz and a kigh 4
perfirmance accounting aapiguity. It Zis assunaed tha% both
NAXDAC's and the cus*om2r are treatel 2qui%ably.

<h

Kecent Jdirection has dizti*+24 a+* NAvVDAC will

+rarnsfer to NIF “nding in the n=2ac future. This mecve was
ptompted by a Governmant AccIun=-in ffice (340) Tepor=
43
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("Accounting for Automat2d Data Processing Costs Need
Improvement"®, Fe¢b, 7, 1978, B 115369) which noted thac
without proper cost account irg proceiures, justifiable deci-

n

sions could no* be made regardiry system replacemer* ani
tha*t customers were not aware of costs generated by *hei:
proposals.

A *ransaction aczomplished through NIF funding 1is
governed <through ar ext=srnal mechanisnm, specifically a
bureaucratically assists mazket. Ar  ac*tual transfer of
funds occurs as ip a @marker 2rnvironmant, but rules exiss
0% =n2on-NAVDAC AD?

sources. This mechanism is characterizad by a mediam 3=gres
q

governing +he utilization by us:zr

(I
(I)

of perfcrmance ambiguity and a low degrza of
CONJdTUerce,

The move from an irn=ernal <o ern goverrancs
mechanism sugges*s scme*hing about the <«ransaction charac-
teristices of perfo-manc: amciguify 2aad gcal cengruence,
With regard o performancs accoun“in3y *hisz sugges+s “ha* “h2
sale of data precessing sa2rvices is something 4hat carn ani
is quartifiable and sold »1 =h2 marksz=:.

Wwith =£eq@rd to 3Jcal congrizace, ths move f:-on
missior Zunding *o NIF finding suggssts tha* it has proved

iffucult tc educate *he user in ADF costing. The goal
th2 NARTCAC's and +he respective uszers have proved %o
incengruen=. NARDAC's =2xist tc suppdort cus*omars wizh data
processinrg sarvices. Ths customer s=2< ADP as a *ool +o be
used ir *he accomplishment of ais iniividual aission. When
this *tocel is offered frze 2 <charge, =here is no incen+tivs
to ecomnomiza,

The preceeding 31iscussion suggests that
funding cf +he NAXDACs did =no+ prssant *he mos* 2££:
bcundary, specifically iIn te-ms of :=3s
funding, “hereby =2xternzliziag *he =ransacticn, ef
aczoss *he boundary is iImproved. Additionally by

L3




izdividual user commands r2sponsiblz fcor funding ADP, NAVDAC

is removed from the Congrassional 1limeligh<. This will b=
discussed further in +he following ciaapter.

If as has been suggsste], users in the fusurz
raceive permissicn to cortract outsile the NARDAC's for ADD
services, the progression towards 2 strictly market gover-
nance mechanism will be complete. T+ should be no+=d that
ths concept ct competi+isn 1as been introduced.
Implica*icns are tha* +h2 NARDAZ's will be reguired +¢»o
macrket <hzir product at 2 cempetitiva price 1f the suzvival
of the organization is tc bhe assurszi.

A question fecr fu+uze discussion is whe*her, by
raturning rasource contxel back w2 *hzs user, We are no*
raturning tc our position of s=six v=2ars ago. By placing
rasponsibility foer ADP costing upor th=2 usez, we place upon
hia the recessity to devela>p his own mechanisms for 3ealing
across *Le boundary. This Zmplizs +*he creztisn cf uniss
intsrral tc *+he user oryaniza*ion spacifically designa-e
manage ADP. A patural progression 2ppeacs “c be the fu*ur:
decentralizarion of ADP billets s> +tha* commands hav
qualified individual to assis% wizh 1DP.

E. CONCLUSIONS

Durinrg <he course of *he chaptzr i+ s bzer shown <ha-

'—J
P
Q
ot
@®
[o YR oV

th2 strataqy adopted by YAV DAC is raf in i-s 5srgariza-

*iosnal s*ructure. The stra*tegy was nscessary td ansiare -hs
o

initial survival o¢f +ths >rganization (4

goodress c£ £it is wital £for an oscganization, pac Y

during *imes of resource scarciiy. addi+iorally we ha

seen hcw *ransactiorns, specifically <the <“ransfer of datz

processing services, cai be mov2d with vrTelatior =o =h2
£

orjanizational beundary in cordar t5 iacrease efficien

($]

e -




The question that arisas 1 assuming NAVDAC is *
i+ be :eorqanized, r
efined o reflect thz
current organizatior, wi+th the policy function 1located
higher {at 0P-9u42?). With regazd to Chandler's +hesis has

NAVDAC reached <that degrse of inefficiency whare organriza-

s
pursuirg i+*s comrlete mission, shoul

perhaps should *he mission be r2

tional change is warranted?

A proposed reorganiza+ion is <cos*tly in terms of
rasources, particularly b=cause of ths parsonal upheaval i+
genera-es, 3efore embarking upon a -=22rga tioan %h2 anti-
cipated <costs (particularly with rcsgards *o performance)
should te weighed against po<tential ben

To propose a —recrganiza+ion herz hcut y2= =z cleazcly

e

W
rat2gic ma2nage
s

defired rnon-tac+tical ADP st ment plan, wculd b2
+an+amour~ o rereating %the errors 5f six years zgc. The
primary cbstruction to +*th2 developmzn*t of an ADP s*ra<egic
plar appears to be the lack of 3521 congruznce Dbezween
NAVDAC and the  user. Alt houghk 1% seems +*ha* scme sugges-

tions might be warranted for future consideration. The idaz
pr2senteé is based upon th2 fcllowing assumptions

o A Navy non-+*ac+tical ADP s<rats3yic menaqzam2nt plan is

roduced and reflects +he need to2 rTe+tain 3 centrazlizei
ADP command, responsible for <+th2 managsmsnt ¢cf ©non=-
tactical ADP (budgzt ing, poiicy, AIS approval,

s+ardardiza+ion).

. Adequa*= suppor+t ani gJuidince is pzevided 5 JWAVDAC in

+he performance of =h2 abcvs aissicn.

L The NARDACS con%*inus :9 be a wviible concept, or if no*
the cost oI ano*her al+*ernative (lostcs of conzzol over
s*ardac-d4iza+ ion i214ding funz%ional duplication)

cutvweighs the henefits (resporsiveness) *“2 be gairngd.

51




. !

® NAVDAC achieves a dJomain consensus *hat a zllows i+ <+2

fully irplemen* its mission.

The idea represents no*t s> much a reacrganizatisn, because
th2 supposition Is “hat NAVDAC has not changed in i<s
criginal intent, bu% a r2desigr to reflect +hs functions as
currently defined in the nission statement

1. Proposal

HAVDAC currently c2flec

m d‘

based upon products, syst21s SO

ard compu*er- cen<er ope:atlon-.

an altsrnative approach adoot2d frem Gulab, i35 baced
upor wha* is accomplished iIn the <cou-se of =z2dministering
data processing vice what is produczi. The accomplishments

include *he:

. Operation cf

fo7)
v
o+
I
g
[n]
O
w

ssing installa*-ions,

J Provision for the puzchase of cr design in house of new
prcducts (squipment, and s>f+<warz), and

. Draf+irg of policy ari s+andaris.

The proposal envisions <hres 3ivisicns, tha firss
divisicn being composed >f *hose Ffincticns from  the cedss
30, 40, 50, and 90 shops irvolv2? with NARDACZ mnanzgdement,

Spacifically +*his divisizn woull b2 rcesponsible for +ha
shoT* range, operational ra2svonsibili«ies 3f NAVDAC.

The saccni Jivisicrn woull €nCcCmpass A
Infcorma=ion System DJesiys  and acgaisi<ioan. I w

I2spcnsible for *he approval, Jasigr and developmernt ci new
*

natdware and scftware zystems S.. 1ze wi*hir +*he NARDAC's
aril Navv wiie. 8y ccmbiaizg appiiciticns and systems scfi-
ware develcpment 11 one 1ivisizsrn 1+ I3 heped so elinminats

cor<ernticn rcrooblems +hat have 20is:zn I the pas:t,

on
(3]

o

f
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The third division would bz =cesponsible for 1long
rapge plzoning and polizy developmzat. Currently the=e *wo
functicns exist in separata departmesnts, arn odd spli« siace
policy is normally viewed as being 3avaloped in suppor+ of
strategic plans.

The proposal atta2mpts t> 2limina*te the conflict
betwveer long and short rangs planning by separating +hesea
two Tresponsibilities into> separatsz divisions. I~ als»
attempts *o eliminate criticisa thi® NAVDAC sperds t05 much

time on policy developman-, c¢r NAVDAC spendés too much *3im

N

on NARDAC maragement, bo+th o0f which were heazd in the ccurss
cf irterviswing’ for *his chap+*a:.

The following <chao<+er evaluates the critici

3
ct
4

i
o

v 3
has been direct2d towards NAVDAC concerning +he performanc
d %

([}

of its mission.

% P bominretiom
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A. INTRODUCTION

Cortrol sys+ems deal with +the systematic collaction,
aralysis and distribution of organizatioral 4inferma<ion in

ar attempt “o influence hamar bzhaviosr,

orma*ion and control

Ixf systems t*yonically =ry <o ianflu-
2nce behavior by =pe~;fy1rg what kind o0f bzhavicr is
;pgrcpr*a e and by providing somz_ mearns of gatherin

~nZormation abtout *hs adequacy >Z *he behavicr that
takes _place. Yanzgenant uses <chis dinformation foc
Several Dovurposes: “0 cocrdini+sz *he activities of
different parts of the o-ganization; as  a basis _for
taking corrective action wk2re problsems exist; and %o
reward aixd punish the enavior of members of +h=
srgariza*ion. Ref. 29: p. 6]

The examination contained i3 +this chap*er will consider
first the general charactsristics 32 control systems, wikth
pacticular smphasis upoa "he complszi=ress and objectiveress
of of aeasurement critsria, Also liscussed will be <«ha
+tendency o3l centrol systems <o produce dysiunctional
behavior when evaluation zritaris arz 1limi-ed ¢to &z par+i-

cular segment o0f the en

o
‘h
(B ]
Ww
[ N
n O
o
»

Corgressional oversight an 2xample ¢f contsol will be
examined, looking at th2 nature 2f the conirol, and <ha
desired and achieved results. Thz 2u<hor proposes <ha*
thzre is a lack c¢f predefined standards for mezsurement anad
evaiuation in +he federal govsrnment. When s<tandacds arsz

he posi-

ncn existent, obdective criticism i3 impessible. Tt
+i5n held 4is no* +*hat those individuals cucr
evaluator positicns should not be thzzsz, but zzther +ha+ =h2
systems used be more cl=2arly definzd.

i AR
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Firelly in*ernal Navy control systems will be discussed
from *he position +tha* those measursment standards <+ha+ do
exist »oroduce dysfurctlo a2l behavisor by concantrating on
only a -~gment of the entire NAVDAC nission.

The importarce of contrel sysizms is +that those w
manage resources must b2 convincs cf an organize.lon's
ability to handle such resources rasponsibly. "A+ the Zinst-
i*tuational 1level, organizations subject ¢t> no-ms of
rationality measure *heir fitness f>r ¢hz future ir sa+ig-

ficing =erms. Even if an oTganiza+ion is convinced 2% i=x3
o*thsers

r2adiness for *i= futurz, 1i*s measuraments must lead
4

© *he sam2 conclusion” [(R2f. 20: p. 881.

B THE RNATURE OF CONTROL S5 YSTEMS

Contrecl systems are dszscrtibhed by 1ooking at the svalua-
tion criteria, fesdback (speed, £f£zzgu=aacy, source) 2nd *he
nature oZ the jot being psrforaed.

Centrol sys*ems mea @ and whzn In conjanction wis?

surc
reward systems, reward in

dividual parforcmance insurizg *has
performence 3is 3in line with organizational goals. As
poir*a2d out by Lawler and Rhodz, amo*tivation %o come <0 work
80235 no~ guarantee movtivation to parform effectively.

able I is a classification of control gystams pras
1

3 e
by Lawier and Phcde. The tabls lists =he charazteris=ics of
1

contzol systems and the va

b

ues +that thsy can assunme. "Ths
imper*tance of “he 4ifferent Ailmensions varies as

of which behavioral =ceaciion is ba2ing ccnsidered and which
gzoup of peopls is beirg 3iscussed" “R=f. 29: p. 45]. Tha*

is *to =say tha®t <the ffproper™ «contrcl system may Adiffsr

dependirg upon +the Zindiviiual. Iniivijual pscceptions of
th2 nature of the con*rol system, such as fairness, also !

influence <+=he effectivenzss of th2 system in modifyiaz
behavior. This percep“io>n becomes particularly rslevan=




TABLE I
A Classification of Control Systems

Pattern of Communica*isn |
G. Person being m=2asured, his
his pssrs, Ris subordinate
maragament, staff personne

otherls

Speed cf Communication,
H. Immediate - Delayesd bv

Characteristics of Sensor Mzasuras

A. Compla%te - Incomplete

B. Obgectlve - Subjactive

C. Influsnceable -"Norinfluenceable

Nature of S+tandards .

D. Set by persopn bsing measures]l,
superior, other hidher leva2l managers,
staff pegople or dthers

2. Very 1ifficult - Vezy =asy

Source of Discrimipatiosn | .

F. Person being msasured, superior,
other higher l:vzl managers, szaff
peoplz of o<hers

Frequency of Communication
I. Continuous - Every

Type cf Ac*tivity _ )
J. Importan* - Unimpor-=ant

Source of Mo+ivatien | . ) L
K. Ex*rinsic, intsiasic rewards

[Ref. 29: p. U45]

o A oyt e

oo et s .

when control sys+tems are tied to rewazd and punishmen+.
c

w
perception of fairpess wmay be influzn

Il

€

[

2 of *h2 standards, the abilltr

The

d by *he objective-
£

<he individual *»o

correct action, and +he fraquency 2f the feedback prcvided.




1. Dysfunction Effs

=
w

r
—

Dysfunct ional beshavior is that which Interferes wit?
ths achievament of overall organiza+ional goals. The
conflict arises when organizational goals do rnot coinciide

with ipdividual goals and vice versa. An ipplicit assump-
tion here is that the organization has goals. For futurs

discussior it will be assumed that the goal of NAVDAC,
although unsta%ted, is bstt2r managem=znt of non-tac+ical ADP,
ircludin managemern* of the NARDAZ's, syst=za design ani
acjuisi<ion and volicysstandards gsnsrazzion,

Two types of dysfunctional o2havior arz of i:
!

in the «context of this Dpaper, Tha firs+* is b cra*iz
behavior, In rigid Dburzaucratic bezhavior an individual
concentrates on performingy thoese actions which are m2asurcsd
by a control system. This psrformance while <causing
"employees to behave in ways that 120k gocd in terms of zh2

n
th
)
(3]
fr
1]
+
f o
n

con“rcl system measures” may b2 "dysfunc+icnal 2
generally agreed upon 3Jecals of =zhe organiza=ion ars
concern<4" [Ref. 29: p. 83]. This r2sult will be discusse?d
later in *he parper with regard ¢ +*he Code 1) ac+tiors in
YAVDAC.

The s=2cend fora c¢cf dysfiactioral behavior of
intsrest is strategic behavior. In s+trategic behavior =h=

indivicdual alters "behaviors for a period ¢f *ime =o maks

the con+*rol system measur2s look 2c:2p+abple" [ Ref. 29: p.
86]. An example of stratsgic behavisr weculd be on 2z prcduc-
«ior line, where 60% of <h2 monthly juota is produceé during
“he firal 10 days of “he mon*h. Quo=2 Is me* bu% in C=aliy
a amuch higher gquwta aight be Jus+ifizd. As with bureauc-
ratic beshavier, strategic behavior Is dysfunctioral only

whan it conflicts wi+h organizational agnals.
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2. Causes of Dysfurctiopal Bshav:ia

.'_ll
I' b
i

Incomple+e standards against which people ard organ-
izations are measured can cause bhur=zaucra*ic 2and strategic
dysfunctional behavior. Althougt zomplete standards them-
selves can result iIn 3Jysfunctional Dbehavior, such as
resistance, "because it often is a threat to individual need
satisfaction”™ [Ref. 29: p. 95]. Whea 2n individual finpds i+

&

impossitie *o perform w=2ll in all aczas of measured perfor-
mance his self esteszm is thr=atenzd and resistance 3rises.
The mcre objective the standa-ds zarz, <“he easiz2r i+ b=acomes
to identify deficiencizs 52r incompl:st2ness in +*he conzrol
system. Hence objectivi<y and complst=ness wcrk toge<her,
The na*ure c¢f th2 stancdasd influences <he <ype of
behavior prcocducedé. 1Inflexible standards, partzicularly thoss
where the individual beirg measurs had ro irpu*t In<o +%h2

cr2ation of the standard and views such stardards as being
unreasonably difficult, can cause burzzucra*ic and s<rategic
behavior, The managsm2nt by objective program (MBO)
a=tempted *o Jeal with this problzm by 3includizng <he
employee in the goal settiag process.

The choice of thsz Indiviiual doing +hes evalua*in
produces mixed results., +#hen the irdividual being =valua<
plays a part in *he svaluatior proscesss, the
dysfunc*ional behavior caa be decr2asszd. "Havi
vidual act as the discrimina*or tends +o re rigil
bureaucratic behavior and resistancz" (Ref. 29: p. 103].
Whan feedback 1s nega+ive though +th2 individual may supress
or invalida+te svalua+tions.

The choice of individual +*o whom infc-ma<ion
concerning pericrmance Is ra2turne2d can be a cause of

dysfunctional behavior. "When informa+ion go2s +o someon2

(¢.3., & supericr) who 23ither has or po*tentially has <h2

power =-o give ex+trensi: rewaris, rigid bur=aucra*ic
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behavior, sirategic behavisr, and invalid data are much more
likely to be present" [Ref. 29: p. 103]. The concept of
reward systems being *ied to control systems is particularly
evident in the discussion of Congressioral oversight which
follcus. In that situation, whsre svalua*tion is conducied
in ccnjunction with budget hearings, not only rewards, bu+
the ultimate survival of the organization is at stake.

The speed and frequency »>f £feedback can caus:
dysfunctional behavior when rewarld systems are based upon
infcrma+ion received. Al- hough charac=eris<ics of €fzedback
appear to be a secondary cause of dysfuncrtional behavio:z,
lawler and Rhode place more emphasis upecrn the complz%eness
and nrature of the stapdard as 2 primacy cause.

The importance 2f an ac*ivi*y can influence the
objectiveress of the staniards and hznce resul: in sone form

of dysfunc*ional behavior. "The morz Zmportant arn organiza
tion cecnsidsrs an activity “he morz likely measures of i<
are to be distcrted" {Ref. 29: p. 108]. Organiza*icnally
impcrtar* issues, especially wh=sn *i324 to0 reward systens,
beccme individually important and hznce increases the like-
lihood <hat dysfunc*ional behavior will cesul* because c¢f an
individual's desire %c¢ look gcod. This €actor is sinmi
ircomplete measures, b2caus2 vpacticular activ
weigh*ed more heavily than othars srzating an overconc
tion on those items.

The previous discus ummazized in +the Tabls

2
e
[/}
n

sio
IT which 1lists charactaristics 2f <control sys:ems +“ha*
)

produce dysfunc+ional b=havi

C. CONTROL OF NAVDAC

Pecently substantial cziticism has been direc-ed a-
NAVDAC particulaczly by zh2 House Appropriations Commit“es
Survey and Investigations s+aff (HAC 551I). This per=ilen of
*he paper examines the criticism 1i-3:c42d8 at NAVDAC.
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PABLE II
Characteristics of Control Systems
i
|
‘ ALL DYSFUNCTIONAL  BUREAUCRATIC STRATEGIC
| BEHAVIORS BERAVIOR BEHAVIOR
t
Characteristics of Sensor a. Incomplete incomprete —
b. Subjectve Objective Qbjectve
¢. Uninthienceabie Intluenceable -
Nature of Standard d Set by athers Set by others Set by others
without participaon
e Very drficult Jery difficult Very ditficult
Source of Discrimination f Superior of Supernor - Other Supernor, Other
Cther
Recipients of Communication g. Superior or Superor: Other Superior - Other
Other
Speed of Communication n Fast Fast Fast
Frequency ot Carnmunication 1 Freguency Frequent Too intrequent
IN3ppropriate
Type of Activity 1 important 'mportant 'mportant
S
The general cpinion is “ha%t no cri<eria were ever 2gtab-
listed agqainst which NAVDAC couid be measuced.
Congressicral oversight is usu2lly sporatic, with listle +o
no folilow up o¢n %he »>5rgariza<ions plan %o rectify no+ed
deficiencies, The righ+ >f cversigh% is a constitu*icnally
gran*ed priviledge, but thsa cons=ructiveness of
Cengressionzl criticism is questionz1i.

sel

Initial reservation was =zxpressed during *he HAC
Tepor* ¢cr Depar*men* of Defense (DID) appropria<ions foro
1981. At “hat time it was stated *hat "the Commit*tee wishes
tc exprass 1+ts doub%ts as to “he ability cf *~he Naval Da<a
Automation Command to do its Jjob of administzring <he non
tactical ADP program® [Ref. 30: p. 149). The Survey ani
Investiga*tions szaff was directed to examine NAVDAC's organ-

iza+<ion and operation.
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2. Ageas of Criticisa

The HAC S&6I returned its report *o Congress in May
198 1. The results wer2 outlined in the Report of the Heouse
Committee on Appropriatisns for 1982. The five areas of
concern were:

. ADP s not a major concern of top level Navy management.
. There is a need for ba=t*er use of the CDAs.
. There is a mcrale problem in ADPSO.

. NAKDAC's have nct bean productiva in developing stand-
ardized systems.

. There should be contiiired iscentralization of +he CDAs.

Specifically with regardi to concern by top le2vzl management

the HAC sta*ted <*hat "ADD? is perceivzl to be unimpcr4ant in

T
(B

overall scheme of =

ez
-
[{]

ings to mszTit +*he interest and
concern of several CNO stiff echelons., As a r=zsult thezs is
no cohesiveness in *he managemarnt >f ADP" {Ref. 22: p. 141].
Th2 recommend=2d solution prcposed by =he commit+tee as to
relccats NAVDAC Pigher ia the organiza+tionesl hiararzchy.

The second area 2f concern involved *he lack of
progress exhibi“ed by NAVDAC towaris *he creation of s*and-
ardized sys*ems. Noting +hat th2 functional sponsors ha?l
managed to standac-dize wi<hin +hezirc specific areas, “n2
ceport stated that standardization across command lines hai
not beer achieved. Progrzss made %“owards <he developmen* of
some "standard" systems at YARDAC San Disgo was discountad.
"It is dcubtful that +hs sys*ems w>1ld ever be truly imple-
mented Navy-wide becauss *hers is n> official at tha "+op"
vho is 1likely to "champion" <th2 standardizaticen ef€or-
against expected resistance from *those ou*sids <+he NAVDAZ

coamuni-y" [Ref. 22: p. 142-143). The rzcommenied solu=ion




proposed was to effect grsater control over “he development
of systems.

Comments directad towards ADPSD concerned “he seem-
ingly micro-~management of the acquisition procsss, and the
poor lines of comunicatisn with NAVDAC. It was felt tha«
con*ract adminis+*ration, which at thz <ime undsr discussion
consumed 80% of personnel resources, could best be manag=s13
els2where. The committse f21lt that "a mecrz prcductivs
arrangement would be to mzrge ADPS) with NAVDAC headquarters
Coéde 10 functions of raviaw and approval of claiman< ADPS)
requests” [Ref. 22: p. 1484). It was also sugges+<ed *that *h2
“ecrganizetion amight best be s*ructursd on 2 tszam Dbasis
wh2reby each teaa becomes totalily knowledgeabie of a maijor
claiments fuancicns and needs and the-efore 2ble +to reduce
th2 tim: necessary for review and acyuisizion" “Ref. 22: p.
We). I* is sugaested by the author tha“« fermation ¢f =ezans
around major claiman%'s functions might increase the lack of
standardiza<ion across command lises discussed in *h=
pravious paragrarh. Th: possibility exists 2f =ach *ean
becoming dedicated tco <h2 mission ne2eds of a parzicular
major claimen+*, The sugjy2stion prasupposes in open mirdzd-
ress towards standardizatiosn <tha: aopears %o be lacking a*
“+ha major claiman*t level, Inst23d organizaticn arcuni
general functional areas (personnzl, payvyroll, inventory)
might 2lleviate this problam.

Criticism of <h2> NARDAC!'s f>zused wupok responsive-
ness to user reguests, 214 “he g3naral ovezall quali+y of
service provided. 1I=< was falt tha< the concepz 2f 2 reaion-
alized data processing center had been surpaszed by
z2chnolegy. Sclutions incluied thz use £ NARDAC's for
strictiy standard systems or the return of NARDAC resources
+o the major user in the acea. Prior to YAVDAC's forma+<ion,
ADP orien*ed projects wer2 Irn 3diraz% competitiosn  with %he
mission ass2ntial items of th2 irdividual con*rolling
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rationality, orgarizations facing relatively stable +ask
environments seek <*o dsmonstrate € s for future action
by demonstrating historical improvzment" (Ref. 20: p. 89].
Since ro measurss exiszt, who car say that NAVDAC has no*
done an acceptalble job. In that the term acceptable becomes
subject to individual intarpretation. The result bacomes,
that evaluator who carries +he greatast power dztermines tha

evaluaticn., Congressional criticisa of NAVDAC, althcugh no=

tizd +c a defined control =systan, carries wore weight,
because adverse criticisa Implias lesss  furndin in  =h2
future.

bD. Yature of ths2 S+tarniari

Since no previcus publish2d s*andard and mile-
stones &xist i* becomes impossible ¢o> evaluate the standaris
as to thelr rigidness, or ease of accomplishasrnt. I+
suygestsd <hough that hkad NAVDAC and *he Navy known =<=h

Y

exten* *o which <+he Congrassiosnel 2vzlua*ion would delve, i=
would have perceived the stardards as beirg *250 zll encom-
passing to he achieved i1 the <ime period allot<ed. This
sugges*tion 1is based upon the cbservaiio

*rated on the YARDAC pc¢rtion o2f its =n
Congressional criticisa was dirsct=d a4+ all porzions of

NAVDAC*'s missicne.
Cc. Source of Diszcriminatioa

Tha* Congress has the right aad +“he respensi-

bili+y <c 2valua“e NAVDAC is not quss*ioned. When resources
are limi+ed it becomes *h2z du+y of th olling orgyaniza-
<ion to ensure *hat rcessuzces acte bhain anaged in the bes=

possibie way.
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D. INTERNAL EVAIUATION OF NAVDAC

Internal t> NAVDAC th2re appears 1little or no method of
evaluating its performancz as an organizational asntity, nor
that of the NARDAC's. 1In:tzrvisws with individuals connected
to NAVDAC reveal that an a2valuation sirategy established for
th2 NARDAC!'s has since be2a abandon2d and that the internal
NAVDAC MBO program is givan only tokan attention.

Evaluation of the NARDAC's is co>nducted on the manage-
men~ by exception princiola. If us=zrs are dissatisfied to
*hs point tha*t message traffic is gsascated, that par+icular
NARDAC is not doing its djob. Likediss 1f service received

warrants a commendation, 3 messzge is sent &nd the r2levant

1]

NARDAC is doing a good job. "hils 3 valid managemer% tool,
<his practive £forces NAVDAC ipto a resac4ionary rcle2, and
only augments the planniny problea that currently obszructs
NAVDAC.

Above NAVDAC in +the oryanizational hi=srarchy, evaluation
criteria appear *o concantrate on approval >f Automateld

Irformaticn System (AIS}) requasts. This cciteria s=lects
one division of NAVDAC (zode 10), and concesatc-ates on 3
small por+tion of the overall NAVDAZ aissicn. From in%er-

viaws this prac*ice r2sults in AI53 plans heing approved
withcut proper documentatiorn. Instzad of <r2turnipg defi-
ciant plars to +*he responsibls (initia<ing) activi+y,
-elephore modifications are made 113 page changes to the

relevant documen+s are subait<+z24. Ths preccedure is viable,
and may provide adequat2 gualit control as long as
personnel in Code 10 are familiar wi<h user activities 2nd
th2ir proposed AIS. Potential for ©problem s=xists when
employee turnover creates a loss of continuity and famii-
iarity with user needs. Cost ben2fit analysis needs to be
done to ensure +*hat +h2 procedurz dJoes not <result in

dejyredation.




NAVDAC appears effici=2at bscauss <-he syst21m acguisition

process 1s smoother and taikes less time. But the question
that must be addressed conceras +hes user who submitted <hs
initial request. What motivation 4do0es the assr have *to

submit 2 complete and accirate regusst when he knows a patch
job can be done on it?

A perticularly inta2r2sting obssrvation Iis that dJduring
interviews conducted, wha2n asked what evaluatior criteria
were utiliized to svaluate and contco>l NAVDAC's pesrformance,

*he mos*t prevelan+t answar was thart nc definzd criteria
existed, but who else in the Navy hzi any =sirher.
E. SUMHMARY

As pein+t2d out in th2 chap%er, <Congressional cri+icism

of NAVDAC was based upon 210 predefiazzd s+ardard but gained
o]

leyitimzte authority ia that Zoyngress controls “hs
resources. Requests for corrcection, =21icited promises buc
Lo reevaluation was c>2ducted > e

Referencirg +*he definition of contr>l syste
was collect=d by the HAZ S&I, bzhavior m ic
dzsired, buz *he amount acnievaed is sibject *o gquesiion.

Internal to tae Navy evaluatis>a concentrztas on  <wd

arsas, cquisition of naw systams and WARDAZ management.
S«ardards in *hese +*wo ar2as are unizfinad, 3

T n
tWwd areas encomvass only 2 poriisa  of NAVDACSs
mission. ¥hen NAVDAC a-tampts t3 =xcell in thsse arszas 1=

exhipbi«s bursaucratic and strategic 3dysfunc+ionzl beaavior,
n o)

bezause a2 vital vporticn > +hz missisn is covazlockzd, <ha¢
£ Navy wids ADP manag2mz2n-<. The observation <tha< other
ccamands lack defined svaluation 223 cecntzel systems Joes
not justify NAVDACs lack. I+ mer2ly sulbijects sthers <o =h=

sane subjective criticisn.
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A. SUNNARY

Strategic planning is an o
process, starting icietially wi<h
activi<y mission and prograssing

gcals anéd objec+ives, anxl finally

n going organizatiornal
the development cf an
h-ouak oSrgariza+ticnel

o
3h22-t range opera*ional
€

Dl1ars. The discussion 3in <th= ¢-sceding <chapters has
centersed on *he question 5f wha* hzppens when “he sirategi:z
plarning orccess 1s not oparazional. With refzrence %0 <kh=z
Navy, =<k=2 lack of a strategiz manazsmernt plan forc P has

r2s5ul*ed in +the developmz2n+= of a
d2siqgned to corrsct ths oas= ra=zh
uTure. This daspite “hs fact zh=z
cen~raliz=d ADP command.

Secorndly a

assignred mission and domain. Th
oryaniza*ional survival but prevs
ion. Thi

d
a
meating i*s cemple+te missi
resul+ed in a functicra

P

Firally *he lack cof a plan has
2valuated againrs+ non-existens s+an
ext=rnal *¢c *Le Navy. I+ 13 thar

bi=ctively <that VNAVDAC %has or

o
expecta-icns.

The Wavy *s currently in +he
Zcrmula-<s a stra<egic minagement pi
Th2 current dra® plar though exh
tha*t has obstruc-ed such planning *
of consensus as %0 ke purpose cf A
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ioped besween NAVDAC's

e limi«ed domeain insured
nte. NAVDAC f-om ZImple-
s s=1f impcsed limi-=a*ion

d-ganiza*ionil s*riicturae

process cof attemp*ing “9o
an  for non tactical ADP.
ibi*s the major prchien

o date, Thaerce 1s 3 lack

D? within *hz Navy.
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If ADP is only a tool to be used in the performance of 1
given mission then it shculd b=z dz2centralized and ths
resources returned to ths individual commands in order %o
make it as responsive as possible. Conversely 1£f ADP Is an
end Iin itself, then all rssources should be placed under th2
cognizance ¢f a single commarnd,

In reality <there app=22rs to bes a combiratior of thsss
philosophies existent within the Navy and henca the prchlenm
has arisen. The problem relecss 3 sh2

[}

+ sigh<z2dness on +h2
varT oI the user activitlies. Thzos is an inabilis 57
unwillingness to see further chan an individual activo+ies

mission.
B. THE FUTURE
Ques+ions to be addressed in thaz futucz2 include:

. What are +=he ramifications of rs:arning c2sdurce corntrol

w

+o <“heé user.

. what is standardization, «#hat arzas should be standard-
ized, and at what point do2s standardization be. 1=

de-rimantal.

. #here ace we going wi*th ADP ip <+he futurs, Wha+ is
u

NAVDAC's position in tha+ £

The Na<ional Academy >f Scisncz has been *asked with +ha2
Tesponrsikility of reviewin +he fuaturz2 of non =actical AD
Ia the ©Navy and NAVDACs position in +hat future. I+ is
Zearad +han unless closz atten+<ioaz ig paid +o5 k2 rea
r2quirements <that the Yavy will oncs again fiad itself
implemen+ing technology based upon the dictates of pecceived
technological pressures, The lettar to the Natioral Acadsmy
of Scierces statad that,
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Jver “he rnext decade, we 2xpect Navy Au*omatic Datra
Processing (AD{) supg:ct, to, move from cern=ral Jaia
processing complexes %35 distributzd sys+tesms _that will
put procéssing tools dJirectly in thée hands c¢f +the

manager. {(Ref. 31]

The point <o Dbe made is +that until we Identify £urure:
requirements, goals and objectives, w2 ought not to be plan-

ning or how we will fulfill +hese rejuirements.
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ADP
ADPE
ADPSO
ADS
AIS

ASN (FM)

CASDO

DPPSO
FACSO
FMSO
GAD
MSDO
NARDAC

NARF

ARPRENDIX A
LIST OF ACRONYNS
Automated Data Processing
Automated Data Processing Equipmen+
Automated Datz Processing Suppor: 0f€
Automated Data Systenm
Automated Information Sys+za

Assistant Secrstary of +he Vavy

Financial ¥anagsmnan+

Computar Applicaticn Systems Developnm
Offic=

Central Design Ac+ivity
Centr-al OMIS Jffiz=

Chief 5£ Naval OJp=2raticns
Departaent of th2 Yavy

Data Procsssing Ins=alla+ion
Data Procassing Suppor* 0ffice

Facility Systems 0ffice

General Accoun=ing Office
Managament Syst2as Developmen% Qffice
Navy ’2gicnal Da%a Au“oma=ion Csn*er

Naval Air Rawork Paciii+y
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NAV AIR

NAVDAC

NAVDAF

NAVFAC

NAVMAT

NAVSEARA

NAVSUP

NIF

0sD

SsC

veuo

Naval Air 3ystams Command

Naval Da+*a Automation Command

Navy Ragional Data Autcmation Facilizty

Naval FPaciiitiss System Command
Naval daterial Command

Naval Sea Systams Command

Naval Supply Systems Command

Navy Industrial Fund

0ffic2 of *he Secrs+ary of Defenss
Syste2m Support Canter

Vice Chief of Naval Opera=ions
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